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Preface

The Los Angeles Police Department (LAPD) is in the middle of a five-
year hiring plan to increase the number of sworn officers in the depart-
ment by 1,000 and achieve a force strength of more than 10,000 ofhi-
cers for the first time in its history. Thus far, working together with
City of Los Angeles Personnel Department’s Public Safety Bureau
(PSB), the LAPD is on track to achieve this ambitious goal. However,
the personnel department and the LAPD have been operating close
to the margin, often meeting their hiring quota at the very end of the
month. In addition, the LAPD is under consent decrees that stipulate
greater diversity in hiring its officers.

The Ralph M. Parsons Foundation awarded the RAND Corpora-
tion a grant to assist the LAPD in achieving its recruiting and diversity
goals by finding ways to improve productivity and efficiency in the
recruiting process. We started with identifying potential untapped local
recruiting markets. We also created a model of viable candidates that
the LAPD and the personnel department can use to target its recruit-
ment and to prioritize applicants while still maintaining its diversity
hiring goal. And we recommended ways to improve productivity of the
Background Investigation Division of PSB. This monograph describes
our effort and presents recommendations for further enhancing the
police officer recruitment and hiring process.

This monograph should be of interest to the leadership of the
LAPD and the L.A. personnel department and to city officials involved
in public-safety policymaking. It should also prove useful to govern-
ment officials and law-enforcement agencies in other jurisdictions that
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are facing recruitment pressures. Related RAND work includes the
following;:

o Strategies for Improving Officer Recruitment in the San Diego Police
Department (Ridgeway, Lim, et al., 2008)

* Recruitment and Retention: Lessons for the New Orleans Police
Department (Rostker, Hix, and Wilson, 2007)

* Police Personnel Challenges After September 11: Anticipating
Expanded Duties and a Changing Labor Pool (Raymond et al.,
2005)

* Evaluation of the New York City Police Department Firearm Train-
ing and Firearm-Discharge Review Process (Rostker, Hanser, et al.,
2008)

* Police-Community Relations in Cincinnati (Ridgeway, Schell, et
al., 2009)

* Training the 2Ist Century Police Officer: Redefining Police Pro-
fessionalism for the Los Angeles Police Department (Glenn et al.,
2003).

The RAND Center on Quality Policing

This research was conducted under the auspices of the RAND Center
on Quality Policing (CQP), part of the Safety and Justice Program
within RAND Infrastructure, Safety, and Environment (ISE). The
center’s mission is to help guide the efforts of police agencies to improve
the efliciency, effectiveness, and fairness of their operations. The center’s
research and analysis focus on force planning (e.g., recruitment, reten-
tion, training), performance measurement, cost-effective best practices,
and use of technology, as well as issues in police-community relations.
The mission of ISE is to improve the development, operation, use, and
protection of society’s essential physical assets and natural resources
and to enhance the related social assets of safety and security of indi-
viduals in transit and in their workplaces and communities. Safety and
Justice Program research addresses occupational safety, courts and cor-
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rections, and public safety—including violence prevention, policing,
substance abuse, and public integrity.

Questions or comments about this monograph should be sent
to the project leader, Nelson Lim (Nelson_Lim@rand.org). Informa-
tion is available online about the Safety and Justice Program (http://
www.rand.org/ise/safety) and CQP (http://cqgp.rand.org). Inquiries
about CQP or about research projects should be sent to the following
address:

Greg Ridgeway

Director, Safety and Justice Program
RAND Corporation

1776 Main Street, P.O. Box 2138
Santa Monica, CA 90407-2138
310-393-0411, x7734
Greg_Ridgeway@rand.org


mailto:Nelson_Lim@rand.org
http://www.rand.org/ise/safety
http://www.rand.org/ise/safety
http://cqp.rand.org
mailto:Greg_Ridgeway@rand.org
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Summary

Unlike many large metropolitan police departments nationwide that
are struggling to meet their authorized force strength, the Los Ange-
les Police Department (LAPD) is succeeding in its ambitious five-
year effort to increase the number of officers by 1,000. On March 2,
2008, Mayor Antonio Villaraigosa and LAPD chief William J. Bratton
announced that the LAPD had reached 9,895 police officers—a new
record for the department (Blankstein and Winton, 2009).

The LAPD is meeting its recruiting goal by working closely with
a partner agency, the City of Los Angeles Personnel Department. The
personnel department performs key functions in the process. These
functions include marketing, testing and screening, background inves-
tigation, and medical and psychological examinations. Both agencies
have been exemplary in their implementation of leading best practices
in the field of police recruiting. Even though the LAPD and the per-
sonnel department are on track to achieve the hiring goal, the agencies
have been operating close to the margin, often meeting the quota at the
very end of the month. In addition, the LAPD needs to meet diversity
goals stipulated by consent decrees.

Given the declining demand for labor in the local economy—
the Los Angeles County unemployment rate has risen to 10.5 per-
cent in February 2009 (Lifsher, 2009)—the LAPD is likely to meet
its ambitious goal. In fact, a near-term challenge for the LAPD and
the personnel department may become how to efficiently identify the
most-promising candidates from a large number of applicants. This is

XV
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especially important because the background investigation process is
labor intensive.

To make the situation even more difficult, the severe downturn
in the economy could affect operational resources, as the worsening
economic conditions in recent months have severely affected the fiscal
conditions of the City of Los Angeles budget. As of February 2009,
the city’s budget deficit is projected at $427 million for the 2009-2010
fiscal year (FY), and Mayor Villaraigosa is already considering wide-
spread city layoffs and deep cuts to services (Willon, 2009). Therefore,
the agencies need to find new and innovative ways to further improve
the efficiency and productivity of their processes.

This monograph aims to assist the LAPD and the personnel
department in their effort to enhance productivity and efficiency of
the police officer recruiting and hiring process. RAND’s research team
worked closely with the LAPD and the personnel department to iden-
tify key research areas with high potential for additional productivity
and efliciency. These research areas were as follows:

e Evaluate allocation of marketing resources and recruiting efforts.

* Identify a way to streamline and prioritize applicants in the
recruiting process that can meet both recruiting volume and
diversity goals.

* Improve productivity and efficiency of the Background Investiga-
tion Division.

RAND?s research team analyzed survey data and administrative
data from the LAPD and the personnel department. In addition, we
conducted interviews with key leaders of both departments.

Chapter One provides background information and a concep-
tual framework that guides our analyses. Chapter Two addresses both
facets of the LAPD’s marketing—recruitment and advertising—and
offers empirically based guidance on which recruitment events are
most worthwhile, where future recruitment efforts might be targeted,
and ways to market and collect marketing data more effectively. Chap-
ter Three discusses a scoring method we devised that can be used to
prioritize candidates, especially during the background investigation
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stage, but that is also applicable to other stages of the process. Chap-
ter Four proposes changes to the personnel department’s Background
Investigation Division to increase efficiency and productivity. Chap-
ter Five describes ways to enhance planning and operational tools we
introduce in previous chapters and areas of research that are needed to
find additional efficiency and productivity in the recruiting process.

Findings and Recommendations

We briefly describe our recommendations and related major findings in
the following paragraphs.

Recommendation 1: Events Unrelated to Employment Perform
Poorly by Short-Term Recruiting Metrics but Should Be Evaluated for
Their Ability to Strengthen the LAPD Brand

Through examination of recruiters” after-action reports, which contain
summary recruitment-event information, such as estimated attendance
and the number of names added to the interest-tracking log (ITL),
we found that events focused on employment, rather than any sport-
ing contest, hobby, or cultural celebration, yielded more contacts. The
Recruitment and Employment Division (RED) should either be more
circumspect about sending recruiters to events that are unrelated to job-
seeking or staff such events with the goal of strengthening the LAPD
brand and the expectation that this may not be reflected in the number
of immediate contacts. By attending sporting events, fitness expos, and
the like, the recruiters can link the LAPD to activities that have proven
popular with actual law-enforcement recruits in the region. These
links, like other forms of advertising, may prove pivotal when event
attendees are more in the mind-set of choosing a career. Events that are
advertised in advance and, in the case of job fairs, charge a registration
fee also tend to yield more contacts. The time of day of the event and
whether it is located in the city or the county are not important deter-
minants of the number of candidates expressing interest.
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Recommendation 2: Continue Making Recruiting Inroads on Junior-
College Campuses

As Table S.1 shows, LAPD recruiting expos are the most fruitful and
eflicient events for attracting qualified candidates (i.e., applicants who
are eventually hired). Given the paramilitary nature of law-enforcement
work, it is somewhat counterintuitive that fewer hires were obtained
from on-site recruit tests (also known as “pocket tests”) at military
bases than at junior-college campuses. Although the hiring rate per
number of candidates tested is nearly the same for military and school
pocket tests, more than three times as many hires were obtained from
campus pocket tests as from military tests. It is possible that the LAPD
faces more competition with other area law-enforcement agencies for
applicants with military training and discipline; qualified candidates
may be testing with the LAPD but ultimately opting to work for
another agency. The appropriate inference is not that military recruit-
ing should be scaled back, especially given President Barack Obama’s
stated agenda of withdrawing troops from Iraq in the near term, but
rather that campus recruiting is not an inferior alternative, as is some-
times supposed.

Recommendation 3: Consider Staging Recruiting Events in
Neglected, Underperforming Areas

The LAPD is concentrating its recruiting efforts in the City of Los
Angeles, which makes a good deal of sense strategically and logistically.
There are, however, clusters of ZIP Codes™ in Los Angeles County not
far from city limits that are substantially underperforming in terms of

Table S.1
Number of Candidates Hired in FY 2007-2008 Through Recruiting-Event
Pocket Tests in FY 2007-2008

Event Category Pocket Tests Number Tested Number Hired Hire Rate (%)

LAPD expo 9 522 36 6.9
Military 30 391 10 2.6
School 56 1,257 34 2.7

SOURCE: Authors’ analysis of city personnel data.
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overall applicants or target-group applicants. Among them are a region
along the 710 freeway that includes South Gate, a region in the east-
ern San Gabriel Valley that includes Baldwin Park, and North Long
Beach. The Recruiting and Employment Division should consider
holding events in these areas. Conversely, it may want to reconsider
staging recruitment events in the Malibu/Fernwood area.

Recommendation 4: Tailor Media Mix to Attract Diversity Target
Groups

Exposure to various advertising media varies across target groups. In
some instances, the finding only confirms an obvious targeted mar-
keting campaign, as in the case of Asian/Pacific Islander candidates
indicating higher exposure to television ads that air exclusively on an
Asian-language station. However, other examples are more serendipi-
tous. Females and black candidates, for example, report greater expo-
sure to recruiting events than the two groups with the highest propen-
sity for joining the LAPD: white and Hispanic males. This means that
recruiting events are a relatively cost-effective way to recruit females

and blacks.

Recommendation 5: Revise the Marketing Surveys to Better Gauge
Marketing Influences

Unnecessary discrepancies between the online and application mar-
keting surveys, such as different race/ethnicity choices and different
number and set of options regarding information sources, should be
reconciled. Rather than using both surveys to measure marketing
exposure, the online survey could be used to measure how well the
department’s marketing strategy of diverting all users to the recruiting
Web site is working; the application survey could be used to measure
the importance of various information sources and advertising influ-
ences in a candidate’s decision to apply to the LAPD.

Recommendation 6: Encourage Applicants with Clean Preliminary
Background Applications to Complete the Application Process

By far, the greatest gains in applicant qualification rates would come
from increasing the pool of applicants who have no issues noted on
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their Preliminary Background Application (PBA). On average, the pre-
dicted qualification rate of applicants without issues on their PBAs is
higher than that of any other geographic or demographic group. While
explicitly making individuals with clean personal histories targets of
marketing and recruitment efforts would be nearly impossible, PBA
outcomes are correlated with other observable characteristics that may
be more amenable to direct recruitment. As seen in Table S.2, appli-
cants from Los Angeles County tend to have better PBA outcomes
than applicants from the rest of Southern California, while the propor-
tion of issue-free PBAs increases with education level.

Recommendation 7: Assign Scores to Prioritize Candidates
Prioritization is a valuable tool in that it can influence the quantity and
quality of recruits, is cost neutral, and is completely within the control
of the personnel department and the LAPD. Each candidate should
be assigned a score to streamline the hiring process for those with the
highest probability of success. The components of the score are edu-
cational attainment, residency, and PBA outcome. Table S.3 reports a
potential system of priority points for the three characteristics. Each
applicant’s priority score is the sum of the points for each component.
The score has a maximum of 35 points (for a college-experienced appli-
cant from L.A. County who has no PBA issues) and a minimum of 0
(for an applicant who has no high-school diploma, lives anywhere out-
side of Southern California, and has PBA results that indicate a likely
disqualification from consideration).

The personnel department and the LAPD can supplement pri-
ority scores to help the LAPD meet consent-decree requirements for
diversity in hiring. We illustrate a way to adjust the priority scores in
the report. The primary goal of the illustration is not to set additional
prioritization points permanently for various demographic groups but
to develop a framework that the personnel department and the LAPD
can use to adjust as the labor pool changes and the department’s goals
change.

Therefore, we strongly recommend that the personnel department
and the LAPD routinely replicate our analysis to assess the value of
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Table S.2
Percentage of Applicants with No PBA Issues, by Selected Demographic
Characteristics

Characteristic Percentage with Clean PBA Number
Location
Other United States 35 916
L.A. County 32 6,464
Other Southern Calif. 28 2,639
Education
< high-school diploma 27 609
High-school diploma 29 6,748
Some college 34 942
Bachelor’s or higher 42 1,736

Race/ethnicity

Asian/Pacific Islander a1 983

White 34 3,085

Hispanic 30 4,769

Black 22 1,244
Sex

Female 36 1,700

Male 31 8,381

Age (years)

20-24 33 2,463
25-29 3 4,044
30-34 30 1,885
35-39 35 976
40+ 33 712

SOURCE: Authors’ analysis of city personnel records.
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Table S.3

Priority-Score Component Points for
Applicants Who Pass the Personal
Qualifications Essay

Applicant Characteristic Points
PBA status
PBA DQ 0
PBA issues 13
PBA OK 22
Location
Other United States 0
Other Southern California 2
L.A. County 5
Education
< high-school diploma 0
High-school diploma 4
Some college 8
Bachelor’s or higher 8

NOTE: DQ = disqualified.

prioritization on the likelihood of joining and to optimize the addi-
tional prioritization points to meet recruiting and hiring goals.

Recommendation 8: Triage Applicants Based on the Priority Score
Both the background investigators (Bls) and personnel analysts (PAs)
should use the priority score described earlier to manage work flow and
expedite case packet processing for the most-promising candidates.
Using an agreed-on threshold, the division would resolve to process
the case packets of candidates below the threshold only if there were
no case packets from candidates above the threshold.
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Recommendation 9: Integrate the Background Investigators and
Personnel Analysts into Investigation Teams

We recommend that the personnel department reorganize the Back-
ground Investigation Division by integrating Bls and PAs into investi-
gation teams. Each team should contain both Bls and PAs and should
be responsible for meeting a monthly production target. Accordingly,
Bls and PAs should share a single database to track cases. For max-
imum efliciency, everyone needs to be located near his or her team
members. Therefore, the personnel department should relocate Bls and
PAs to eliminate any physical barrier, such as a hallway, between the
two groups.

Recommendation 10: Institute On-the-Job Training Based on
Experience of the Most-Productive Background Investigators and
Seasoned Personnel Analysts

The personnel department uses whole-person analysis (WPA) to evalu-
ate applicants. The WPA was instituted by the Civil Service Commis-
sion in 2003. WPA evaluates a candidate’s overall conduct to determine
whether the candidate’s strengths outweigh his or her weaknesses in
terms of employability and administrative risk factors. Circumstances,
such as the candidate’s age, attitude, and explanation for conduct, are
taken into consideration. Therefore, an effective implementation of
WPA requires Bls and PAs to take into account multiple dimensions of
an applicant’s qualifications and life history. We recommend that the
personnel department develop on-the-job training for Bls and PAs to
ensure consistent application of WPA.

The most-productive Bls and experienced PAs should be asked to
lead workshops describing how they approach key aspects of the inves-
tigation process. Joint BI/PA staff meetings should be held monthly
to discuss emergent issues. The meetings are also an opportune time
for recognizing the top-performing BI/PA teams before the entire
division.

Recommendation 11: Celebrate Achievements
Top performers among Bls and PAs should be “paid in respect” for
their contributions by appointing them to lead on-the-job training
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sessions sharing their experience with the rest of the Bls and PAs. In
addition, the personnel department should directly celebrate their per-
formance. The celebration of achievements can take many forms. The
personnel department may choose the format that fits the culture of its
workforce. But to fully reap the benefits, any celebration of achieve-
ments the personnel department creates need to include a few basic fea-
tures: (1) they should be public, (2) they should bring together both Bls
and PAs for achieving concrete missions, (3) they should be frequent
enough for the workforce to be reminded of their achievements, and
(4) the few rewards for achievements, even though they are nonfinan-
cial, must be something meaningful for the workforce. For instance, we
recommend that the personnel department publicly celebrate achieve-
ments monthly, quarterly, and annually. For the annual celebration of
achievements, the personnel department may want to invite public fig-
ures whom the staff would feel privileged to meet, such as the mayor of

Los Angeles or the chief of police.

Recommendation 12: Evaluate Reforms

We recommended various ways in which to improve the productivity
and efficiency of the LAPD recruiting process. Some of our recom-
mendations are relatively easy, since they require only minor changes to
the existing processes. But some of our recommendations pose greater
challenges to implement because they involve new methods of data col-
lection or, as in the Background Investigation Division, organizational
restructuring.

We have been gratified to learn that the personnel department
and the LAPD have already implemented some of our recommenda-
tions. For example, the personnel department and the LAPD com-
puted RAND priority scores for a cohort of applicants and started
using these scores to prioritize among applicants.

The personnel department and the LAPD need to evaluate the
effectiveness of these reforms. For instance, the agencies need to cali-
brate the priority scores with the experiences of the Bls who are using
these scores. The calibration may identify ways to improve the priority
scores. The agencies may add new variables—such as an applicant’s
military experience. (During our study, an applicant’s military experi-
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ence was not recorded in the administrative data. But now, the person-
nel department collects the information and stores it in its central data-
base.) Moreover, the agencies may create different scores for different
stages of the recruiting process—one score for recruiters and mentors,
another for Bls.

More importantly, given the new recruiting environment, we
recommend that the LAPD and the personnel department examine
potential reallocation of resources between marketing and the back-
ground investigation. As the local labor-market conditions worsen, the
LAPD and the personnel department may not need the same level of
marketing and recruiting resources but may need additional numbers
of Bls and PAs to process a high volume of applicants. Evaluation of
various options will require that the LAPD and the personnel depart-
ment conduct rigorous cost-benefit analysis of possible resource alloca-
tions across different stages of the recruiting process.
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CHAPTER ONE
Introduction

Per capita, the Los Angeles Police Department (LAPD) is the smallest
big-city police department in the country. In 2006, the LAPD fielded
one officer for every 426 residents, compared with New York City,
which has one officer per 228 residents, and Chicago, with one ofhi-
cer for every 216 residents (McGreevy, 2006; LAPD, 2006). Mayor
Antonio Villaraigosa and police chief William J. Bratton have made
the expansion of the LAPD one of their top priorities in recent years.
In 2006, the mayor and the police chief unveiled a five-year plan to
increase the size of the LAPD by 1,000 officers (City of Los Angeles,
2000).

Like other law-enforcement agencies, the LAPD has faced some
significant challenges to increasing application-processing speed. These
challenges include (1) attracting large numbers of applicants, (2) iden-
tifying high-quality candidates among the applicants, and (3) improv-
ing diversity among the recruits that is reflective of Los Angeles’ diverse
communities. The recent economic downturn has eased the difficulty
of attracting large numbers of applicants. But the LAPD continues to
face other recruiting challenges.

Another significant challenge for the LAPD is that its recruiting
process is largely under the purview of a separate municipal depart-
ment. The City of Los Angeles Personnel Department is responsible
for the police-officer testing process and for marketing the LAPD. The
Public Safety Bureau (PSB) of the personnel department administers
tests, conducts background investigations, schedules and coordinates
polygraph exams, and performs medical and psychological evaluations.
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The PSB also manages the LAPD’s marketing campaign, buys ad space
in various media, and exerts influence over where recruiting events are
held. Thus, changes to the system require cooperation and coordina-
tion across two departments, rather than just one.

The LAPD’s Hiring Campaign Has Faced Challenges

At the start of the hiring campaign, the LAPD failed to meet its recruit-
ing goals and lagged behind other local law-enforcement agencies—
most notably, the Los Angeles County Sheriff’s Department—in the
number of new recruits. For instance, in 2006, the sheriff’s depart-
ment hired 1,000 deputies, while the LAPD brought in 540 recruits
(Winton and McGreevy, 2000).

The LAPD took steps to turn this situation around by adopting
an aggressive media campaign in local communities, directly involving
community leaders in the recruiting process, and establishing a mentor
team. The mentor team consists of police officers who build close rela-
tionships with candidates and assist them through the hiring process
(LAPD, 2005). In addition, on January 8, 2007, Mayor Villaraigosa
unveiled a $1 million proposal to use signing bonuses to attract recruits
to the department (Connell and Silverstein, 2007).

These efforts showed promise for increasing the number of appli-
cations. But increasing the number of applicants could actually impede
the LAPD’s ability to achieve its hiring goals if the already-lengthy
application pipeline were flooded with unqualified candidates. The
LAPD needed to find ways to further reduce the process time, because
the competition for new police officers was fierce as police departments
around the country fought to fill their ranks (McGreevy, 2000).

Fast-forward to 2008, and the LAPD and the personnel depart-
ment are succeeding in their effort to expand the department by 1,000
police officers by 2010. On March 2, 2009, Mayor Villaraigosa and
Chief Bratton announced that the LAPD had reached 9,895 police
officers—a new record for the department (Blankstein and Winton,
2009).
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Even though the LAPD and the personnel department are on
track to achieve the hiring goal, the agencies have been operating close
to the margin, often meeting the quota at the very end of the month.

To make the situation even more difficult, the severe downturn in
the economy could bring down operational resources, as the worsening
economic conditions in recent months have severely affected the fiscal
conditions of the Los Angeles city budget. The city’s chief legislative
analyst recently recommended cutting the police academy class by 45
recruits to save money. The reduction in the number of new hires this
year would save $1 million and may stave off proposed cuts to library-
book purchases and graffiti-removal programs (Cavanaugh, 2008; Hel-
fand, 2008). In February 2009, the city’s budget deficit was projected
at $427 million for the 2009-2010 fiscal year, and Mayor Villaraigosa
is already considering widespread city layoffs and deep cuts to services
(Willon, 2009).

As the demand for labor in the local economy declines—the Los
Angeles County unemployment rate rose to 10.5 percent in February
2009 (Lifsher, 2009)—the number of applications is sure to increase.
Therefore, a reduction in operational resources will pose a great chal-
lenge to both departments. In fact, a near-term challenge for the LAPD
and the personnel department will likely be how to efficiently screen
the most-promising candidates from a large number of applicants. This
is especially important as the background-investigation process is costly
and labor intensive.

Our Study Aims to Enhance the Productivity and
Efficiency of the LAPD Hiring Process

With funding from the Ralph M. Parsons Foundation, our study
aims to assist the LAPD and the personnel department in this effort
to enhance productivity and efliciency of the police-officer recruiting
and hiring process. RAND’s research team has worked closely with
the LAPD and the personnel department to identify key research areas
with high potential for additional productivity and efliciency. These
research areas are as follows:
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1. Evaluate the allocation of marketing resources and recruiting
efforts.

2. Identify ways to streamline and prioritize applicants in the
recruiting process that can meet both recruiting and diversity
goals.

3. Improve the productivity and efliciency of the Background
Investigation Division.

Conceptual Framework

We base our analyses and proposed strategies on a guiding concep-
tual framework derived from decades of RAND military manpower
research (see, e.g., Asch and Orvis, 1994) and recent police-recruiting
studies (e.g., Ridgeway, Lim, et al., 2008). The framework identifies
key factors that influence the number of recruits and their demographic
diversity. Figure 1.1 depicts these factors and their role in the LAPD
recruiting process.
There are two categories of key factors:

* environmental factors that are beyond the direct control of the
LAPD

* policy factors that the LAPD can alter to maximize the number
of recruits.!

The key environmental factor influencing the number of appli-
cants and recruits is job seekers’ propensity to join the LAPD. The
propensity is, in turn, influenced by the community’s and influencers’
views and opinions of the LAPD, individual tastes toward the police
profession, and local labor market conditions. A weak local economy
with a high level of unemployment raises job seekers’ propensity to
join, as there are fewer alternatives for them in the weak labor market.

1 Economic literature on recruiting generally categorizes the environmental factors as

issues relating to labor supply and the employer’s policies as issues relating to the demand for

labor.
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Figure 1.1
Environmental and Policy Factors Influencing Numbers of Recruits
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While environmental factors are beyond the direct control of the
LAPD, the department can directly influence the level of propensity by
maintaining positive relationships with the community and increasing
recruiting resources, such as advertisement, outreach efforts, recruiting
bonuses, and numbers of recruiters, as the department has done with
great success in recent years.

As resources may decline in the near future, reflecting weaker con-
ditions in the local economy, the LAPD and the personnel department
will need to rely on two other policy factors: recruiter and resource
management and the conversion process of potential supply. Recruiter
and resource management includes how the LAPD tasks recruiters to
attract potential applicants and how the personnel department man-
ages marketing resources. Our analyses aim to assist the LAPD and the
personnel department with these tasks.

‘The conversion process refers to the department’s recruiting policies,
screening and hiring standards, and practices and procedures that each
applicant must face to become a recruit. The personnel department
controls major steps of this process: the written and physical tests and
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the background investigation. The personnel department must mini-
mize unnecessary losses in the conversion process to achieve the opti-
mal number of recruits. Again, our study assists the personnel depart-
ment in doing just that.

Organization of This Monograph

This chapter has provided the context and a brief discussion of
our approach. The remainder of the monograph is organized
as follows. Chapter Two addresses both facets of the LAPD’s
marketing—recruitment and advertising—and offers empirically
based guidance on which recruitment events are most worthwhile,
where future recruitment efforts might be targeted, and ways to market
and collect marketing data more effectively. Chapter Three discusses a
priority scoring system we devised that can be used to triage or priori-
tize candidates, especially during the background-investigation stage,
but is also applicable to other stages of the process. Chapter Four
proposes changes to the Background Investigation Division of the
personnel department to increase efficiency and productivity. Chap-
ter Five describes ways to enhance the planning and operational tools
introduced in previous chapters and highlights areas of research that
are needed to find additional efficiency and productivity gains in the
recruiting process.



CHAPTER TWO
Optimizing Recruitment and Marketing

To date, the LAPD and the personnel department have met or exceeded
the hiring quotas necessary to make Mayor Villaraigosa’s ambitious plan
a reality. The LAPD’s recruitment and marketing apparatus is the envy
of many other law-enforcement agencies in the region. Until recently,
the PSB, which functions as the marketing team for the LAPD, had an
all-time high annual advertising budget of $2.3 million in fiscal year
2006-2007. The money has been devoted to radio, print, Internet, and
even limited television advertisements, all with the intent of directing
interested parties toward the recruitment Web site, JoinLAPD.com.
The Web site is not only an excellent source of information; it has a
sleek, professional design, including a series of dramatic video vignettes,
which surpasses by leaps and bounds the typical police-recruitment
Web site. The Recruitment and Employment Division (RED) hustled
for recruits at more than 350 events in the last fiscal year; attending a
wide variety of forums, such as military job fairs, cultural festivals, and
athletic events; and hosting open houses for women and minorities.
Despite a 50-percent cut in the PSB advertising budget, LAPD recruit-
ment has actually increased in the current fiscal year.
Notwithstanding the accomplishments of RED and PSB, the
department s still not consistently meeting its hiring-diversity consent-
decree targets. In our analysis, there appear to be communities in
the L.A. area with viable candidates that RED is currently neglect-
ing. Conversely, some of the recruiting events and advertising sources
appear to have relatively little impact. More fundamentally, some of the
data-collection methods currently used by RED and the PSB could be
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modified to better assess the recruiting and marketing strategies. These
issues, all related to increasing the number of viable recruits entering
the application process, will be the subject of this chapter.

Relevant Literature

Recent literature on police-recruiting best practices validates many
of the LAPD’s marketing strategies, such as hosting special events
to recruit minority applicants and incentivizing community involve-
ment in recruiting (Polisar et al., 2003), mentoring recruits through
the application process, emphasizing community service, and conven-
ing focus groups to hone the recruiting message (Scrivner, 2006), and
recognizing the importance of the department Web site as a recruiting
tool (Switzer, 20006).

Prior research in recruiting and advertising provides some impor-
tant insights for the present study, including, unfortunately, its inherent
limitations. Among the most pertinent is the work of Dertouzos and
Garber (2003), who analyzed the effects of advertising on U.S. Army
recruiting. Using a remarkably rich data set of monthly national adver-
tising expenditures by media type, the authors were able to separately
estimate the marginal impacts of radio, television, and media advertis-
ing on the number of enlistments. The quality of the data allowed these
researchers to overcome a hurdle that has plagued other attempts to
estimate advertising impact: too much aggregation of data over time,
space, or media. We acknowledge that this is precisely the problem we
face in the current study.

Also relevant to the present study is a body of cognitive research
on advertising and the persuasion process. Conceptually, attitudes may
change long before any behavioral change occurs because there are sev-
eral intermediate cognitive steps (McGuire, 1985). Thus, one might
not act on a marketing message for months or even years after the
seed has been planted. Chaudhuri and Buck (1995) postulated that
advertisements can shape attitudes by provoking either analytical or
emotional responses, the former representing more rational, systematic
thought and the latter representing simpler heuristic notions. Subjects
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in their study reported a higher emotional response to television ads
and a higher analytic response to print media.

Literature on the marketing concepts of brand association and
brand equity is applicable to organizations as well as products. Strong,
favorable, unique associations, instilled by marketing campaigns, are
critical for differentiating a product from its competitors in the minds
of consumers (Keller, 1993). This brand equity increases the probabil-
ity of a consumer choosing the product (Pitta and Katsanis, 1995).
The stronger and more consistent the brand association, the longer it
is likely to endure in consumers’ memories (Loftus and Loftus, 1980).
Brand equity can be fortified through associations with other enti-

ties having desirable attributes, which is the strategy behind celebrity
endorsements (Keller, 1993).

Research Questions

Several research questions emerged from our review of the literature,
our discussions with RED and the PSB, and inspection of the data at
our disposal:

1.  What are some general characteristics of productive recruiting
events, where productivity is defined as the number of people
signing the recruiters’ interest-tracking log (ITL)?

2. Are recruiting events well situated for attracting viable candi-
dates from all the surrounding areas that are producing viable
candidates?

3. What appear to be the most productive types of recruiting
events in terms of the number of ultimately successful appli-
cants they attract?

4. Are there significant differences in reported marketing exposures
between the groups important to maintaining the department’s
diversity goals (i.e., blacks, Hispanics, Asian/Pacific Islanders,
and females)?

5. To what extent is the online survey population comparable to
the applicant population?
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6. Do the PSB’s surveys capture the influence of various marketing
sources as well as they might?

To attempt to answer these questions, we looked at several data
sets and at two of the data-collection instruments from which they
were generated. For question 1, we analyzed eventlevel recruiting
data, referred to as after-action reports, which document the location,
nature, turnout, and number of interested individuals for each recruit-
ing event. For question 2, we plotted the location of the recruiting
events on a map of the viable candidate distribution, which was based
on a model of successful applicants created from personnel data. For
question 3, we inspected candidate-level recruiting data to track the
application outcomes for individuals who filled out interest cards at a
particular recruiting event. For questions 4, 5, and 6, we analyzed data
from the two PSB marketing surveys, one offered at random to visi-
tors of JoinLAPD.com and the other appended to the application and
filled out prior to the written exam, as well as the content of the surveys
themselves. These questions are addressed in order in the five sections
that follow.

We emphasize that the limitations in the data at our disposal
preclude definitive answers to these questions. Ideally, we would want
to be able to measure the marginal impacts of specific recruiting events
or advertisements, but, without more detailed information on events
and advertising over a longer period of time, our analysis relied on rela-
tively weak metrics of marketing productivity. We were also unable to
control for important factors that enable determination of a true cause-
and-effect relationship. Still, these results do provide some insights for
adjusting marketing and recruiting strategies.

The General Profile of a Successful Recruiting Event

Within 48 hours after each recruiting event, one of the attending
recruiters is expected to submit an after-action report to a RED supervi-
sor, who, in turn, submits the report to the PSB. An after-action report
provides a brief summary of the event, including the event sponsor
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or title, the hours, the registration fee (if applicable), the approximate
event attendance, and the number of people who stopped by the LAPD
booth, filled out an interest card, and sat for a pocket test, if applicable.
The after-action report also asks the recruiter to note whether the event
had been advertised and to comment briefly on whether the event was
successful and why.

These after-action reports served as the data source for develop-
ing a generic profile, or at least some guidelines, for what constitutes a
successful recruiting event in terms of the number of interest cards and
pocket-test pass cards (TPCs) issued or pocket tests taken. Information
from the 359 after-action reports filed in FY 20072008 was abstracted
into a data set for simple cross-tabulations and regression analysis.

A number of the after-action reports filed were for canvassing
efforts, which are field trips used to spread the word about an upcom-
ing recruitment event. If a canvassing effort involved any interaction
with potential recruits, it was counted as an event. However, canvass-
ing efforts that did not involve any direct interactions with potential
recruits were dropped from the sample, reducing the sample size to 309
events.

PSB is trying to implement an event-coding system for the after-
action reports. Although there is a space for listing the event code on
the report form, the recruiters typically disregard it because the codes
have not yet been firmly agreed on. We established our own codes, cor-
responding to what we perceived as the basic event types:

1 = target-group event or festival

2 = military base

3 = job fair

4 = college or school event

5 = sporting or hobbyist event

6 = LAPD target-group seminar or open house.

Target-group events are events that appeal to a particular demo-
graphic (e.g., blacks, women) that the LAPD is trying to increase
within its ranks. When deemed applicable, a secondary event code
was recorded, as in the case of a job fair on a college campus, or the
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L.A. Classic, which is football game between two predominantly black
high schools and, as such, is both a sporting event and a target-group
event. Due to the considerable overlap in some categories, the tables
that follow present statistics for instances in which either the primary
or secondary event code was in a particular category. Other variables
included the estimated number of attendees, the number of names
put in the ITL, the number of TPCs issued, and whether the LAPD’s
recruiting goals were advanced by attending the event. Summary sta-
tistics by event category are presented in Table 2.1.

There are a few useful generalizations that can be drawn from
this simple breakdown of the after-action reports, all of which are quite
intuitive but nonetheless worth discussing. First, either RED should be
more circumspect about sending recruiters to events that are unrelated
to job seeking or it should staff such events with the goal of strengthen-
ing the LAPD brand and the expectation that this may not be reflected
in the number of ITLs and TPCs. As Table 2.1 shows, sporting and
hobbyist events, such as Galaxy games and car shows, had the lowest
average number of TPCs issued despite having the second-highest
mean attendance and the second-highest mean eventregistration fee.
Furthermore, the success of a sporting event, in terms of the number
of ITLs and TPCs, does not hinge on payment of a registration fee. In
other words, there were no significant differences between the mean
ITLs and TPC:s at sporting or hobbyist events with registration fees and
those without registration fees. Only slightly better, albeit substantially
less expensive on average, were the cultural events aimed at recruiting
among target groups, such as the Festival of Philippine Arts and Cul-
ture, the LA PRIDE Festival, and the Orange County Black History
Parade and Cultural Faire. Again, there is no significant improvement
in terms of TPCs when a registration fee is paid. There is a significant
difference in the mean number of TPCs (but not ITLs) in the job-fair
category, suggesting that job fairs with a premium may give LAPD
access to more interested candidates. The number of TPCs is positively
correlated with the amount of the registration fee after controlling for
attendance, though the effect is small and only marginally significant.
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Table 2.1

Summary of After-Action Reports on Recruitment Events for FY 2007-2008
Target-

Primary or Group Sport/

Secondary Event/ Military Campus Hobby

Event Code Festival Base Job Fair Event Event  LAPD Expo

Events 57 61 104 109 24 15

In L.A. (city) 64.9 4.9 26.9 24.7 66.7 100

(%)

In L.A. 86.0 24.6 59.6 62.4 100 100

County (%)

Advertised 26.3 67.2 43.4 71.6 29.2 80

(%)

Mean $126 $41 $325 $51 $184 n.a.

registration  (13/57) (3/61) (52/104) (18/109) (7/24)

cost

Mean (SE) 6,596 64 321 174 5,033 94

attendance  (3,577) (18) (37) (25) (2,203) (19)

Mean (SE) 8.4 12.9 19.2 26.9 6.0 48.9

ITL (1.3) (1.3) (1.5) (2.4) (1.6) (11.3)

Mean (SE) 8.4 11.6 17.0 24.2 5.1 42.9

TPC (2.4) (1.4) (1.8) (2.3) (1.5) (10.6)

Mean (SE) 1.4 15 20.6* 171 4.9 n.a.

TPC with (2.7) (3.3) (1.4)

fee

Mean (SE) 16.2* 12.8 20.9* 28.9%* 6.7 51.8%*

TPC with (7.8) (1.8) (3.3) (2.8) 3.7) (12.1)

advertising

Mean 11.0* 12.8 18.5 28.5%* 2.2% 48.6

(SE) TPC (3.7) (1.6) (2.3) (2.8) (1.0) (12.9)

with prior

experience

NOTE: * = statistically significant at the 5-percent level. ** = statistically significant at
the 1-percent level.

Given the large crowds that are frequently drawn to sporting and
hobbyist events and cultural fairs, it is not surprising that the LAPD
would be tempted to seize on these events as opportunities to generate
a lot of contacts. However, unlike career fairs, which exist for the very
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sake of people in the labor market, and the LAPD’s recruitment semi-
nars, which attract people specifically interested in law-enforcement
careers, sporting and hobbyist events and cultural festivals are attended
by people in search of entertainment or a sense of community. Hence,
few of these individuals are likely to be in the mind-set of finding
future employment and to engage LAPD recruiters at the event. This
downside was summed up by a recruiter’s appraisal on the after-action

report for the Grand Prix of Long Beach:

I don’t feel that we should attend this event in the future. Many of
the people [who] attended this event were not interested in find-
ing a career on the day I worked. . . . [The difference between
this event and the job fairs is [that] many of the people [who]
attend the job fairs are actively seeking employment and therefore
our contacts are more productive.

Another recruiter lamented in the after-action report for an Aveng-
ers arena-football game that the event was a failure in part because
many of those in attendance were obviously under the influence of
alcohol. Presumably, most people would not choose to be intoxicated
when meeting representatives from a prospective employer, especially
when that prospective employer is a law-enforcement agency.

However, the number of ITLs and TPCs is only one measure of
an event’s success, and these sorts of recruiting events may reap benefits
that are more difficult to quantify. Principally, the LAPD’s presence
at sporting events and cultural fairs may bolster the brand association
referred to in the “Relevant Literature” section at the beginning of this
chapter. In a recent survey of 850 California peace-officer recruits, nine
of the top 14 free-time activities were athletic pursuits, and the ninth
most frequently cited activity, indicated by 25 percent of respondents,
was attending spectator sporting events (Switzer, 2006). Through their
presence at sporting events and fitness expos, the recruiters can link the
LAPD to activities that have proven popular with actual law-enforce-
ment recruits in the region. Likewise, setting up recruiting booths at
cultural fairs can link the LAPD with target-group interests and, by
extension, with the target group itself. These links, like other forms of
advertising, may plant a seed that germinates at some later point, when
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an individual is in the mind-set of choosing a career. What seems criti-
cal is that RED chose events that are congruent with the LAPD brand
and that the recruiters engage enough attendees—and be seen engag-
ing attendees—so as not to appear incongruent with the event or out
of their element.

Another salient point that emerges from the after-action reports
is that events that advertise tend to generate more ITLs and TPCs.
Figure 2.1 compares the mean and range of TPCs for all categories
of events with and without any advertising. The mean number of ITL
entries was nearly twice as high for advertised events, and TPCs issued
for advertised recruiting events was 2.5 times that of unadvertised
recruiting events. Using the number of people in the ITL as the depen-
dent variable and a binary indicator for advertising as the independent
variable, there are significant increases of approximately 11.4 (+ 2.5)
ITLs and 14.7 (+ 2.5) TPCs when any advertising is noted in the after-
action report. Advertised events generated significantly more TPCs in

Figure 2.1
TPCs Over All Event Categories as a Function of Whether Any Advertising
Was Noted on the After-Action Report
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four of the six event categories (notably, there was no significant differ-
ence in the case of sporting and hobbyist events). The difference was
most pronounced for job fairs and open houses. Although instances in
which the recruiter had indicated “unknown” or “not applicable” for
the advertising variable were originally marked as “no advertising,” this
disparity persisted even when these instances were treated as missing
data.

It is important to bear in mind these data do not actually prove
that advertising draws more applicants. If, for example, RED and the
PSB selectively advertise the events that they anticipate will be the most
successful, the true impact of advertising on the success of the event
would likely be overstated. Almost certainly, the open-house events yield
the most I'TLs and TPCs not just because of advertising but because
attendees already have a propensity to join the LAPD. Also, some of
the “no-advertising” events were actually canvassing efforts intended
to promote the upcoming pocket test, career fair, open house, or other
recruiting event, which also upwardly biases the effect of advertising,.

Having prior experience at the event was, for the most part, posi-
tively associated with the ITL and TPC numbers, yielding significantly
more TPCs for target-group events and school and college events, as
the bottom row of Table 2.1 indicates. It is not surprising that the
LAPD would return to an event that was successful on a prior occasion
or that, all else equal, an event might be more successful the second
time around because the logistical issues are known in advance and
can be taken into account. In fact, RED’s policy is usually to give an
event two opportunities even if the outcome is disappointing the first
time, so selection is probably not a big factor. The finding should be
interpreted with caution, however, because apparently some recruiters
were marking “no prior experience” thinking that the question applied
to them specifically rather than RED as a whole.

Few pronounced spatial effects were detected in the recruiting-
event data at the city and county levels. The time of day an event took
place and whether it was in L.A. County as opposed to neighboring
counties or in the city of Los Angeles as opposed elsewhere in L.A.
County seemed not to matter in terms of the number of ITL names

added and TPCs issued. Again, the exception is with sporting and
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hobbyist events, which were even significantly less productive outside
the city of Los Angeles than in other parts of L.A. County (none was
attended outside of L.A. County). For example, the Galaxy soccer
match in Carson was less fruitful than the University of Southern Cal-
ifornia (USC)—University of California, Los Angeles (UCLA) pregame
(at USC). While it is important not to read too much into this finding,
it may be a by-product of recruiters having less logistical support when
attending such events outside the city.

What emerges from these data as the generic profile of a suc-
cessful event, in terms of the metric of TPCs and ITLs, is one that is
specifically geared toward job seekers, is advertised in advance, and,
in the case of job fairs, charges a registration fee. However, events that
appear to be unsuccessful in the short run may serve long-run recruit-
ing interests by strengthening LAPD brand associations and commu-
nity relations. Hours of the event and location at the city and county
levels are not important determinants of the number of interested can-
didates, though, as Chapter Three describes, L.A. County residency is
an important variable in candidate success rate.

Recruiting-Event Coverage of the Candidate Population

Chapter Three describes in detail the development of a model for can-
didate success, which serves as a basis for assigning “priority scores” for
preferentially processing candidates who are statistically most likely to
succeed, yet weighted to account for consent-decree hiring targets. For
the moment, it is sufficient to understand that two years’ worth of can-
didate data (FYs 2006-2008) were analyzed to find factors that were
predictive of successful passage of the background investigation—the
bottleneck step in the hiring process. The variables that were found to
be most strongly correlated with success were L.A. County residency,
any college education, and a Preliminary Background Application
(PBA) with no issues. Comparing this information with demographic
data, we generate maps depicting the difference between the actual and
expected numbers of applicants, overall and within each target group,
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in each Southern California ZIP Code. The demographic information
used in creating the maps is shown in Table 2.2.

The resulting maps (Figures 2.2-2.9) are color-coded by ZIP code:
dark green for those in which the LAPD recruited substantially more
than the number of candidates predicted by the model, light green
for somewhat more, orange for somewhat fewer, red for substantially
fewer, and yellow for ZIP Codes in which the LAPD recruited approxi-
mately the number of candidates predicted by the model. The legend in
the lower left corner indicates the actual range of recruitment surplus
or deficit that each color represents. Superimposed on these ZIP Codes
are dots representing recruitment effort, which vary in size according
to the number of recruiting events that the LAPD held in the ZIP
Code in FY 2007-2008: The smallest dots represent one to five events,
the mid-sized dots represent six to 10 events, and the largest dots repre-
sent 10 events. Even-numbered figures depict mostly L.A. County, and
odd-numbered figures depict a larger area encompassing parts of San
Diego, Riverside, and San Bernardino counties.

Table 2.2
Demographic Information Used in Creating Candidate Maps

Characteristic Measure

Population aged 18-14 (by race/ethnic group)

Black or Latino Percentage

Foreign born Percentage
Median household income Dollars
Below federal poverty line Percentage
With college education Percentage
Unemployed in labor force Percentage
Veterans Percentage
Military labor force Percentage

Miles from downtown Los Angeles Miles
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Figure 2.2
Map of Recruiting-Event Coverage and Overall Candidate Distribution for
L.A. County
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There are only a few red ZIP Codes in L.A. County—the city of
Hawthorne and two nearby areas of South Los Angeles just east of the
110 Freeway and just north of the 105 Freeway—and none outside of
L.A. County, indicating substantial underperformance in those areas
with respect to the number of black applicants. Recruiting events were
held in all three during FYs 2007-2008.

In terms of Asian/Pacific Islander recruits, the biggest disparities
between the expected and actual numbers of applicants are seen in
Alhambra, San Gabriel, and Rosemead in L.A. County and in West-
minster in Orange County.

The maps for female candidates are quite similar to the maps for
candidates overall, suggesting that neighborhood recruiting deficits in
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Figure 2.3
Map of Recruiting-Event Coverage and Overall Candidate Distribution for
L.A. County and Neighboring Counties
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the model are driven by substantially lower numbers of female appli-
cants than predicted.

Although it is not obvious from these maps, the LAPD is concen-
trating its recruiting efforts in the City of Los Angeles, which makes
a good deal of sense strategically and logistically. There are, however,
clusters of ZIP Codes in L.A. County not far from city limits that are
substantially underperforming in terms of overall applicants or target-
group applicants and that were more or less neglected by RED in FYs
2007-2008. Among them are a region along the 710 freeway, a region
in the eastern San Gabriel Valley, and North Long Beach, depicted in
Figures 2.10, 2.11, and 2.12, respectively. The 710 corridor includes
the cities of Commerce, Maywood, Bell, Cudahy, South Gate, Bell
Gardens, and Lynwood, while the eastern San Gabriel Valley area
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Figure 2.4
Map of Recruiting-Event Coverage and Black Candidate Distribution for
L.A. County
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consists primarily of Baldwin Park of Irwindale. In FYs 2007-2008,
only two recruiting events were held in the 710 corridor, one in Monte-
bello and one in Bell. Both events were held on the same day and both
were exclusively for U.S. Army Reserve units. Meanwhile, no recruit-
ing events were held in Baldwin Park/Irwindale. But the question
remains: Although these areas are underperforming, do they represent
good opportunities for LAPD recruiting?

We can begin to answer this question, in terms of overall appli-
cants, through simple statistical comparison of the three basic ZIP
Code categories: underperforming, overperforming, and perform-
ing at or near expectation. As Table 2.3 shows, the proportion of ZIP
Codes falling into each category is roughly even, but the recruiting
events are not so evenly distributed. Underperforming ZIP Codes host
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Figure 2.5
Map of Recruiting-Event Coverage and Black Candidate Distribution for
L.A. County and Neighboring Counties

%&h:\\% —
Rl B v
[T RS ";5-”;"

QQ Recruiting events

e 1to5
® 6to 10
® 10+

Black applicants
I -38to-14
1-13to -1
[Jo0to1

[J2to5
6 to 16

RAND MG881-2.5

disproportionately fewer recruiting events, and overperforming ZIP
Codes host disproportionately more recruiting events, to a degree
that is statistically significant. Devoting a disproportionate amount
of resources to areas that are overperforming makes sense if recruit-
ing events are the reason for the overperformance. However, the same
logic may not apply to holding events in ZIP Codes performing at
expectation or avoiding underperforming ZIP Codes. As columns 3-5
in Table 2.3 illustrate, underperforming ZIP Codes actually perform
better on average than ZIP Codes performing to expectation. When a
ZIP Code is performing to expectation, it is more often the case that
zero or few recruits were expected and zero or few recruits were obtained,
especially when the analysis is extended beyond L.A. County. Approxi-
mately three-quarters of the ZIP Codes that produced no applicants are
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Figure 2.6
Map of Recruiting-Event Coverage and Asian/Pacific Islander Candidate
Distribution for L.A. County
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yellow ZIP Codes. The mean and median numbers of applicants are
higher for the underperforming ZIP Codes than for those performing
at or near expectation. Furthermore, a higher percentage of applicants
came from underperforming ZIP Codes than from those at or near
expectation.

Table 2.3 does not include ZIP Codes with zero population (e.g.,
sporting venues) or ZIP Codes that were not likely to be used as a home
address when filling out an LAPD application (e.g., universities).

To further demonstrate that substantially underperforming areas
represent recruiting opportunities, we can generate new color-coded
maps, this time looking at a crude measure of propensity: the number
of applicants from that ZIP Code divided by the population of 18- to
44-year-olds (i.e., people at or near the age of eligibility) in the ZIP
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Figure 2.7
Map of Recruiting-Event Coverage and Asian/Pacific Islander Candidate
Distribution for L.A. County and Neighboring Counties
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Code. Figure 2.13 depicts L.A. County color-coded by propensity
quartiles, where the lightest shade is 0-25th percentile and the darkest
brown is 75th—99th percentile. The aforementioned underperforming
areas are enclosed in black.

Figure 2.13 shows that the 710 corridor exhibits a propensity
above the 50th or 75th percentile for Southern California and that
Baldwin Park/Irwindale exhibit propensity above the 50th percentile.
Note that this is superior to the propensity for most of the area enclosed
in red, corresponding to Pacific Palisades, Fernwood, Malibu, and
Agoura Hills extending south into Santa Monica, Mar Vista, Palms,
and Venice. A more detailed look at the numbers confirms that the
substantially underperforming areas are more applicantrich than the
slightly underperforming Malibu vicinity. Table 2.4 compares these
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Figure 2.8
Map of Recruiting-Event Coverage and Female Candidate Distribution for
L.A. County
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ZIP Codes by total population, 18- to 44-year-old population, appli-
cants, “successful” applicants (meaning those who pass the background
investigation), and number of events.

Despite recruiters having made five trips into the Malibu/West
Los Angeles area and the existence of two overperforming ZIP Codes
in the area, the applicant rate for the region was no higher than the
San Gabriel Valley and was lower than the 710 corridor and North
Long Beach, three regions that saw a combined total of one event.
Of the four areas, the Malibu/West Los Angeles area also had the
lowest rate of candidates passing the background investigation, so nei-
ther the quantity nor the quality of applicants justifies greater recruit-
ment in the area. Agoura Hills and Calabasas do appear to be good
recruiting areas for black candidates, but, as those locations are already
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Figure 2.9
Map of Recruiting-Event Coverage and Female Candidate Distribution for
L.A. County and Neighboring Counties
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performing above expectation, they should not be targeted to the exclu-
sion of North Long Beach.

From what we see in the model, underperforming ZIP Codes are
not necessarily poorly performing zip codes. This may be one reason
RED has not made it a high priority to dispatch recruiters to the 710
freeway and the eastern San Gabriel Valley. Another reason, which we
learned from the assistant general manager of the personnel depart-
ment, is that there are obstacles to arranging recruitment events out-
side city limits. The LAPD must get permission from local government
officials, who may view the LAPD as siphoning potential recruits from
their own police departments.

The preceding analysis is an oversimplification for three rea-
sons. First, it does not follow that everyone who attends a recruiting
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Figure 2.10
710 Corridor
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event lives in the ZIP Code in which it is held. Large, centrally located
events, such as those held at the Los Angeles Convention Center, and
events held on junior-college campuses can and do attract candidates
from a wide radius of surrounding ZIP Codes. Modeling application
rate as a function of an applicant’s distance from the nearest recruiting
events would be more realistic, but our data lacked the granularity for
such exact analysis. Second, there may be significant and systematic
right-censoring in the data, meaning that applicants who attended events
held later in the year may not show up in the data yet. Third, there may
be issues related to candidate viability and propensity that are not cap-
tured in the model. An overperforming ZIP Code might be overper-
forming because an exemplary officer like the late Randal Simmons is
a neighborhood role model, or it may be underperforming because of a
controversial, officer-involved shooting. Future models may be able to
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Figure 2.11
Eastern San Gabriel Valley
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incorporate these sorts of elements to yield more-accurate predictions,
but the present model provides some suggestions as to where the LAPD
might invest (or divest) some of its recruiting resources.
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Figure 2.12
North Long Beach
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Table 2.3
Comparison of Underperforming, Overperforming, and Performing-to-
Expectation ZIP Codes for Applicants Overall

ZIP Codes FYs

Southern with 0 Mean/Median 2006-2008

ZIP Code Calif. zIP Applicants Number of  Applicants
Category Codes (%) All Events (%) (%) Applicants (%)
Red/orange 34 24 24 13.6/9 26
Yellow 36 38 76 6.2/1 16
Light green/ 30 38 0 32.2/29 58

dark green
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Figure 2.13
Map of Recruiting-Event Coverage and Overall Candidate Propensity
Distribution for L.A. County
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Table 2.4a

Comparison of Malibu/West Los Angeles, 710 Corridor, San Gabriel Valley,
and North Long Beach ZIP Codes: 18-44 Population, by Target Group
(thousands)

Asian/
Pacific
Location (ZIP Code) Overall Black Islander Female
Pacific Palisades (90272) 6,338 23 387 3,364
Malibu (90265) 7,728 167 318 4,286
Fernwood (90290) 2,005 1 67 1,083
Agoura Hills (90301) 16,482 5,556 258 8,478
Calabasas (90302) 13,597 7,369 118 7,426
Venice (90291) 18,053 929 725 8,174
Marina del Rey (90292) 8,520 437 801 4,224
Mar Vista (90066) 16,284 79 976 7,187
Palms (90064) 10,175 343 1,895 5,209
Culver City/Baldwin Hills (90230) 13,082 1,812 1,752 6,657
Area total 112,264 16,726 7,297 56,088
Baldwin Park/Irwindale (91706) 32,315 460 3,489 15,933
Monterey Park (91755) 10,797 26 7,224 5,567
Rosemead (91770) 25,948 177 12,593 12,862
San Gabriel (91775) 15,947 181 8,913 8,438
Area total 85,007 844 32,219 42,800
Commerce/Bell (90040) 3,797 12 13 1,962
Maywood (90270) 12,637 10 14 5,995
Cudahy/Bell Gardens (90201) 47,375 421 260 23,032
South Gate (90280) 43,333 350 372 21,137
Lynwood (90262) 31,463 3,613 281 14,892
Area total 138,606 4,406 940 67,018

North Long Beach (90805) 38,412 9,476 3,932 20,103
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Table 2.4b
Comparison of Malibu/West Los Angeles, 710 Corridor, San Gabriel Valley,
and North Long Beach ZIP Codes: Applicants by Target Group (%)

Asian/Pacific

Location (ZIP Code) Total Black Islander Female
Pacific Palisades (90272) 2 0 0 0
Malibu (90265) 2 0 0 1
Fernwood (90290) 1 0 0 0
Agoura Hills (90301) 51 24 0 17
Calabasas (90302) 1 24 0 13
Venice (90291) 9 0 0 1
Marina del Rey (90292) 9 2 1 1
Mar Vista (90066) 10 4 5 4
Palms (90064) 10 0 2 3
Culver City/Baldwin Hills (90230) 21 4 1 5
Area total 156 58 9 45
Baldwin Park/Irwindale (91706) 35 2 4 7
Monterey Park (91755) 19 0 8 4
Rosemead (91770) 33 1 15 3
San Gabriel (91775) 33 1 13 3
Area total 120 4 40 17
Commerce/Bell (90040) 14 1 0 1
Maywood (90270) 1" 0 0 2
Cudahy/Bell Gardens (90201) 69 1 1 21
South Gate (90280) 94 0 1 28
Lynwood (90262) 53 8 0 14
Area total 241 10 2 66

North Long Beach (90805) 63 16 8 14
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Table 2.4c

Comparison of Malibu/West Los Angeles, 710 Corridor, San Gabriel Valley,
and North Long Beach ZIP Codes: Applicants Who Passed the Background
Investigation, by Target Group (%)

Asian/Pacific

Location (ZIP Code) Total Black Islander Female
Pacific Palisades (90272) 0 0 0 0
Malibu (90265) 0 0 0 0
Fernwood (90290) 0 0 0 0
Agoura Hills (90301) 8 1 0 1
Calabasas (90302) 4 2 0 3
Venice (90291) 2 0 0 1
Marina del Rey (90292) 2 1 0 0
Mar Vista (90066) 1 1 2 0
Palms (90064) 0 0 0 0
Culver City/Baldwin Hills (90230) 7 2 0 1
Area total 24 7 2 6
Baldwin Park/Irwindale (91706) 7 0 0 2
Monterey Park (91755) 3 0 2 1
Rosemead (91770) 5 0 2 1
San Gabriel (91775) 10 0 5 0
Area total 25 0 9 4
Commerce/Bell (90040) 6 0 0 1
Maywood (90270) 3 0 0 1
Cudahy/Bell Gardens (90201) 10 0 0 2
South Gate (90280) 18 0 1 4
Lynwood (90262) 7 0 0 3
Area total 44 0 1 1

North Long Beach (90805) 1 6 0 4
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Table 2.4d

Comparison of Malibu/West Los Angeles, 710 Corridor, San Gabriel
Valley, and North Long Beach ZIP Codes: Application and Background

Investigation Pass Rates and Numbers of Events

Background
Application Investigation
Location (ZIP Code) Rate Pass Rate Events
Pacific Palisades (90272) 0.0003 0.00 0
Malibu (90265) 0.0003 0.00 1
Fernwood (90290) 0.0005 0.00 0
Agoura Hills (90301) 0.0031 0.16 0
Calabasas (90302) 0.0030 0.10 0
Venice (90291) 0.0005 0.22 0
Marina del Rey (90292) 0.0011 0.22 0
Mar Vista (90066) 0.0006 0.10 2
Palms (90064) 0.0010 0.00 0
Culver City/Baldwin Hills (90230) 0.0016 0.33 2
Area total 0.0014 0.15 5
Baldwin Park/Irwindale (91706) 0.0011 0.20 0
Monterey Park (91755) 0.0018 0.16 0
Rosemead (91770) 0.0013 0.15 0
San Gabriel (91775) 0.0021 0.30 0
Area total 0.0014 0.21 0
Commerce/Bell (90040) 0.0037 0.43 0
Maywood (90270) 0.0009 0.27 0
Cudahy/Bell Gardens (90201) 0.0015 0.14 1
South Gate (90280) 0.0022 0.19 0
Lynwood (90262) 0.0017 0.13 0
Area total 0.0017 0.18 1
North Long Beach (90805) 0.0016 0.17 0
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Event Productivity in Terms of Recruiting Successful
Candidates

Of course, it is one thing to generate a lot of interest at a recruiting
event, and quite another to generate interest among candidates who
actually meet the hiring standards of the LAPD. An event that attracts
five individuals, all of whom are eventually hired, is much more pro-
ductive than an event that attracts hundreds, none of whom is quali-
fied to be an LAPD offcer.

Merged hiring and recruiting-event data from FYs 2007-2008
allows us to assess, albeit in a limited way, which types of events are
most apt to yield actual hires. The methodology is flawed because not
every category of recruiting event has a pocket test associated with it
(private-sector job fairs never do), and not everyone who attends an
LAPD recruiting event is recorded in the ITL, yet many of these indi-
viduals may go on to complete the Personal Qualifications Essay (PQE)
at one of the standard testing centers rather than one associated with a
recruiting event. Conversely, some people who take special pocket tests
undoubtedly would have come into one of the standard testing centers
if a2 more convenient pocket test had not been offered.

The length of the application process also curtailed the usable
data range, yet censorship of applicants still in the pipeline may still be
an issue. Many of the FY 2007-2008 hires were recruited at events in
FY 2006-2007, and many of the people who were recruited at events
in FY 2007-2008 are still in the midst of the application process. We
were therefore able to compare the various pocket tests conducted
toward the beginning of FY 2007-2008 only on military bases, college
campuses, or at LAPD recruiting expos, to check for differences in pro-
ductivity as of the end of FY 2007 (see Table 2.5). The cutoft date for
comparing events was set at the latest PQE date listed for an FY 2007-
2008 hire, which was March 25, 2008. Table 2.5 compares the hiring
numbers and rates for pocket tests in these three categories.

From Table 2.5, it would appear that the LAPD recruiting expos
are the most fruitful and eflicient events for attracting worthy candi-
dates. Given the paramilitary nature of law-enforcement work, it is
somewhat counterintuitive that the military pocket tests were the least
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Table 2.5
Number of Candidates Hired in FY 2007 Through Recruiting-Event Pocket
Tests in FY 2007

Event Category  Pocket Tests Number Tested Number Hired Hire Rate (%)

LAPD expo 9 522 36 6.9
Military 30 391 10 2.6
School 56 1,257 34 2.7

productive over this period. While these data are only a snapshot and
FY 2007 may have been an off year, the differences are fairly dramatic.
The hiring rate per number of candidates tested is very nearly the same
for military and school pocket tests, but 3.4 times as many hires were
obtained from less than twice as many campus pocket tests. One expla-
nation for this observation is that the LAPD is competing with other
area law-enforcement agencies for highly coveted candidates with mili-
tary training and discipline. Qualified candidates may be testing with
the LAPD but ultimately opting to work for another law-enforcement
agency. It is also conceivable that many of the military applicants take
the pocket tests long before they are discharged (e.g., > 6 months), in
which case they would not show up in this sample.

It is important to think of these figures as lower-bound estimates
of the hiring productivity for the three pocket-test event categories.
Especially for the events that occurred toward the end of the FY 2007-
2008 period examined (e.g., January through March), there may yet
be candidates hired. In addition, recruiting events without pocket tests
can inspire candidates to take the PQE at one of the regular test sites.
There were, in fact, several instances of candidates taking the PQE
exam at a regular test site after appearing on the ITL of a recruiting
event. The data do not imply that the LAPD should scale back military
recruiting efforts, especially given President Obama’s stated agenda of
withdrawing troops from Iraq in the near term, but rather that school
recruiting, especially at junior-college campuses, is not an inferior alter-
native to military recruiting as is sometimes supposed.

Within the sample of candidates who took the PQE exam and were
hired in FY 2007, 246 hires were obtained through the more routine
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channels of testing at one of the permanent weekly PQE test sites—in
particular, the personnel building in downtown Los Angeles—or were
laterals from other departments. Although the contribution of “unre-
cruited” candidates to hiring is unknown, it appears that a large por-
tion of the LAPD’s hires come to the LAPD rather than vice versa. The
LAPD’s advertising plays a role in attracting these applicants, which
brings us to the marketing questions that were introduced at the begin-
ning of the chapter.

Differences in Reported Marketing Exposure Among
Target Groups

When candidates sit for the written exam, they fill out a simple appli-
cation card requesting standard personal information at the top (e.g.,
name, address, telephone, date of birth, social security number). The
remainder of the application consists of a brief survey inquiring how
the applicant learned about a career in public safety with the City of
Los Angeles. When the written exam is administered in conjunction
with a recruiting event, such as a college career fair, the card is green,
and when the exam is administered in one of the designated testing
locations, the application card is blue (hence the name “blue card sur-
veys”). A copy of the blue card survey is shown in Figure 2.14.

We analyzed blue (and green) card surveys collected from June
2007, when Personnel first gave candidates the option of marking up
to five responses, to April 2008. To simplify the analysis, we lumped
all types of recruiting events into a category dubbed “recruiter con-
tact” and all types of referrals into a category dubbed “other people.” A
summary of the results for question 5 is presented in Table 2.6. These
responses indicate that the world’s oldest information source, word of
mouth, and its newest, the Internet, are the most potent sources when
it comes to police recruiting. The results accord with the survey of
850 academy cadets in law-enforcement agencies throughout Califor-
nia (Switzer, 2006). This finding is intriguing in light of the earlier
discussion about analytical and emotional responses in persuasion,
as personal communication and the Internet are two media that can
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Figure 2.14
LAPD Blue Card Survey Version 1.19.08

1. Where are yt)w taking this test? | 2. What is your)highesl level of education? | 3. If you have attended college, what was your

(mark only one| (mark only one| major course of study? (mark only one)
O Personnel Building O High School /GED, or CHSPE O Criminal Justice O Liberal Arts
O San Pedro Municipal Building O Some College O Business/Economics O Education

O Marvin Braude Constituent Center O Associate's Degree O General Ed/Undecided O Science

O Constituent Services Center O Bachelor's Degree O Engineering/Computer O Other

O Hollywood Community Center O Graduate Degree O Communications

O Crenshaw Plaza O Psychology/Sociology

O Personnel Building - Expedited
O Pocket Test

4. If you served in the military, please indicate which branch. (mark only one)

O Army O Marines
O Navy O Couast Guard
O Air Force O National Guard/Reserves

5. How did you learn about a career in public safety with the City of Los Angeles? (mark up to FIVE responses that apply)

O Appointment Bonus O Internet O PennySaver/Shopwise Flyer
O Billboard O KSCl-Channel 18 O Radio

O Career Expo/Job Fair O LA Avengers Stafion

O College Career Fair/Presentation O Military Job Fair O Religious Organization

O Current or Refired City Employee O Movie Theater (O Street Banner

(O Current or Refired LAFD Firefighter O Neighborhood Council (O Sworn Recruiter

O Current or Refired LAPD/Reserve Officer O Newspaper/Magazine O Television

O E-Mail Nofification

O Flyer or Brochure O Non-Profit Organization

6. If you chose Internet in question 5 above, please indicate if it was one of the following.

O Airport Police Website (www.lawa.org/police/) (O Police Department Reserves Website (www.joinlapdreserves.com)
(O Fire Department Recruitment Website (joinlafd.org) (O Police Department Recruitment Website (JoinLAPD.com)

O General Services Police Website (www.lacity.org/GSD/security.him) O Police D Website (www.lapdonline.org)

O On-line job listing  (Careerbuilder.com, Hotjobs.com, monster.com] O Port Police Website (www.portofla.org)

O Other Website

O Personnel Department Website (www.lacity.org/per/safety.htm)
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conceivably work through both channels. JoinLAPD.com is rich in
information, but the video vignettes, for example, are clearly designed
to appeal on an emotional level as well. Similarly, a person can per-
suade others through a straightforward presentation of the facts about
the job (e.g., salary, benefits, and opportunities for advancement) or by
tapping into their core beliefs or personal preferences (e.g., reverence
for the law, the importance of community service, taste for excitement,
and distaste for working behind a desk). Finally, the relatively high
percentage of applicants indicating that the Internet was the source
may also reflect the PSB’s strategy of referring interested parties to the
JoinLAPD.com Web site in its other advertisements. Yet, we might
expect individuals who are contemplating a career with the LAPD seri-
ously enough to sit for the PQE to obtain information through the
comparatively proactive methods of consulting other people and the
Internet.


http://www.lawa.org/police/
http://www.lacity.org/GSD/security.htm
http://www.lacity.org/per/safety.htm
http://www.joinlapdreserves.com
http://www.lapdonline.org
http://www.portofla.org
http://JoinLAPD.com
http://www.careerbuilder.com
http://www.hotjobs.com
http://www.monster.com
http://joinlafd.org
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Table 2.6
Summary of Candidate Responses for Blue Card Question 5

Applicants Who Learned About a Career

Source in Public Safety from This Source (%)
Other people 26
JoinLAPD.com, other LAPD Web sites 22
Events 14
Banners/outdoor advertising 10
Other Internet 9
Direct mail 9
Recruiter contact 8
Radio 4
Print 3
TV 3

Using the amounts of the annual marketing budget of $1 mil-
lion allocated to each of these marketing means, the apparent
cost-effectiveness of each method, in terms of applicants reached per
advertising dollar, can be crudely estimated as shown Figure 2.15. If the
reporting on the blue card surveys is taken at face value, the Internet, at
$29 per applicant who cites it, appears to be much more cost-effective
means of advertising than radio advertising, at $1,012 per applicant.

The proportions for the overall candidate population tell only part
of the story, however. Chi-square tests of the survey responses reveal
significant differences in reported advertising exposure across race and
gender lines. Asian and Pacific Islander candidates report significantly
more exposure to Internet than do other racial and ethnic groups. Black
candidates report significantly more exposure to events and direct mail
than do other race groups, and females report significantly more expo-
sure to events than males do. Therefore, the cost of attracting appli-
cants varies by target group and the type of advertising. Because they
exhibit the highest propensity for becoming LAPD ofhicers, white and
Hispanic males can be used as the yardstick against which target-group
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Figure 2.15
Dollars per Applicant Who Indicated Item on Blue Card Survey
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advertising costs are judged. By comparing the ratio of dollars spent
on the various advertising sources for each white or Hispanic officer to
dollars spent for officers from groups that are much harder to recruit
(e.g., black females), relative cost efficiencies emerge. The ratios are cal-
culated as follows:

e Assume a radio advertising budget of $100,000, allocated by
group share of applicants:
— Hispanic males: $40,250 (40.25 percent of all applicants)
— Hispanic females: $11,030 (11.03 percent)

e If the proportions who cite radio are equal to the share of all
applicants, then costs per applicant will be equal.

* 'The number of applicants in each category who cite radio as the
source are
— Hispanic male: 177 (51.5 percent)
— Hispanic female: 31 (9.01 percent)

e 'The cost per applicant is
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— Hispanic male: $227
— Hispanic female: $356

* 'The ratio of costs per applicant is 1.57. That is, it takes $1.57 of
radio advertising to recruit one Hispanic female for every radio

dollar spent to recruit one Hispanic male.

Note that, if the proportions who cite an advertising source are
equal to the share of all applicants, then the cost per applicant for those
two groups in that advertising source is equal ($1:$1). Table 2.7 is a
matrix depicting the ratio of marketing dollars spent on various sources
of advertising per white and Hispanic male applicant to dollars spent
per target-group applicant. The red-shaded cells indicate advertising
sources for which survey responses suggest that the LAPD has to spend
more than $1 to attract the equivalent number of corresponding target-
group candidates for every $1 spent to attract white and Hispanic male
candidates. Green-shaded cells represent advertising sources in which
the LAPD spends less than $1 to attract the equivalent target group

Table 2.7
Cost-per-Applicant Ratios for Advertising Sources

Source ($)

Candidate Radio Print Event TV

Hispanic
female

White
female

Black male

Black
female

Asian/
Pacific
Islander
male

Asian/
Pacific
Islander
female

Direct Internet
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for every $1 spent to attract white and Hispanic male candidates, and
white cells are approximately equivalent.

These ratios suggest ways in which the PSB could tailor its mar-
keting to capitalize on intergroup variation in advertising exposure and
preferences, assuming that advertising-exposure responses on the blue
card surveys are reliable. But there are reasons to be skeptical about the
true values of these ratios. The number of observations in some cells
are low enough that the values cannot be trusted (indeed, there were
no white females reporting print-media exposure in the sample, and it
would be a mistake to infer that print-media marketing was drastically
more cost-effective for black females from the small number of black
females in the sample as a whole). Some of the advertising sources are
also clearly directed toward a particular target group already, so the
results only confirm this fact. For example, the only television advertis-
ing that the LAPD does is on KSCI Channel 18, an Asian-language
station that airs LAPD recruiting ads in Tagalog, Chinese, and Korean.
It is therefore not surprising that television advertising would exhibit
favorable cost-per-applicant ratios for Asian/Pacific Islander applicants.
Lastly, we believe that the structure of question 5 on the blue card
survey may bias responses toward the Internet and away from other
advertising sources, casting more doubt on the accuracy of the fore-
going analysis. This will be among the topics addressed in the next
section.

Differences in Online and Blue Card Survey Populations:
Revising the Surveys

As one analysis of the PSB’s marketing, we compared the respondents
for its blue card survey and its online survey, shown in Figure 2.16.
The purpose of this exercise was not merely to establish whether direct
comparisons between the responses would be valid but also to show
that differences in the construction of the surveys themselves contrib-
ute to the comparability issues and to suggest that the surveys should
be retooled to serve different purposes.



Optimizing Recruitment and Marketing 43

There are some key demographic differences between online and
blue card survey respondents. As one might expect, and as Figures 2.17
and 2.18 show, online survey takers are somewhat younger and more
widely distributed geographically than blue card survey takers, who,
in order to sit for the PQE, must be at least 20 years old and able to
get to one of the Southern California testing sites. More important are
the implied differences between the two survey populations. Although
visiting JoinLAPD.com implies some interest in a police career, it does
not imply the same degree of commitment as sitting for the test, and,
indeed, online survey takers may also have issues in their backgrounds
that prevent them from applying to the LAPD. There are doubtless also
visitors to JoinLAPD.com who balk at the survey for any number of
reasons, whereas the response rate for the blue card survey is at or near
100 percent because it is appended to the application and perceived
as obligatory. Thus there is almost certainly nonresponse bias in the
online surveys that is absent from the blue card surveys.

One problematic way in which the online and blue card surveys
are incomparable is that they do not use the same designations for race
and ethnicity. The online survey presents respondents with the options
of black, Hispanic, Asian/Pacific Islander, caucasian, Native American,
and other, whereas the blue card survey gives respondents the options
of black, Hispanic, Asian/Pacific Islander, caucasian, American Indian,
and Filipino. Figure 2.19 compares the racial and ethnic composition
of the surveys assuming that black corresponds with African American
but classifying Filipinos and Native Americans as “Other.”

The response options for advertising and information sources
between the online and written surveys are also at variance. “Friends
and/or Family” is the first option for the online survey question about
how the respondent learned that the LAPD is hiring, but it is not an
option at all for the blue card survey item. The online survey has a
none-of-the-above option with regard to advertising exposure (“I have
not seen/heard any LAPD ads”), but the blue card survey does not.
This represents a potential loss of valuable information, because the
item might be left unanswered for reasons other than lack of adver-
tising exposure. A third formatting incongruity is that online survey
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Figure 2
JoinLAP

16
D.com Online Survey

Los Angeles Police Department

Recruitment Survey

| live in zip code: |:|

lam: OMale O Female
My ethnicity: (O African American (OHispanic (O Asian/Pacific Islander
(O Caucasian (ONative American () Other

| am in the following age group:
O<18 01825 26-35 (36-45 (O 46-55 O 55+

| listen to the following radio stations (e.g., KIIS-FM or 102.7):
[ | ]
[] 1donotlisten to radio

| watch the following TV/Cable stations (e.g., ABC, Discovery, Lifetime):
[ ! ] ] ] ]

|:|I do not watch television or cable

| read the following newspapers or magazines regularly:
[ 1l | 1l | 1l

|:| | do not read newspapers or magazines

| view the following websites regularly:

When looking for a new job, | rely on the following (check all that apply):
] Friends and/or family [ Internet [ Job Fairs
[]Newspaper/Magazines  [] Billboards [JRadio [TV

| am aware that the LAPD is hiring:

[Cves [INo

| have seen/heard LAPD is hiring from the following (check all that apply):

[]Friends and/or family [Jinternet  [JJob Fairs [] News coverage
[JNewspaper/Magazines  [] Radio dTv [ Personal career research
] Outdoor advertising (Billboards, street banners or posters)

[JLAPD Recruitment Officers [ 1 have not seen/heard any LAPD ads

| have completed a Preliminary Background Application:
[Cves [ No

| plan to take the Written Examination:
In the next 7 days []in the next month [Jin the next 6 months
| do not plan to take the Written Examination

If not, why?

Please provide us with any additional information that you feel would benefit the
recruitment and selection of qualified individuals:

RAND MG881-.
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Figure 2.17
Age Distribution of Blue Card Survey and Online Survey Respondents
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respondents may check all that apply, while blue card survey takers are
limited to five responses.

These differences were corrected in the new surveys so that
the PSB would be gathering its marketing data in a more consistent
manner. Race and ethnicity designations are identical, the response
choices are the same, and respondents weigh in on every choice in both
surveys and may indicate “not applicable” for any given information
source. We have also altered the critical question in both surveys. With
regard to blue card survey question 5, our suspicion was that, in asking
candidates how they learned about a career in public safety, responses
would be biased toward the more in-depth, analytically processed
information sources—in particular, the Internet. Indeed, respondents
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Figure 2.18
Geographic Distribution of Blue Card and Online Survey Respondents
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who indicate Internet on the blue card survey tend not to indicate any-
thing else. Accordingly, we worked with the PSB to modify the word-
ing of the surveys. Item 5 was changed to read, “How influential were
the following information sources in your decision to pursue a career as
a police officer in the Los Angeles Police Department?” with rankings
rather than yes-or-no, binary choices for responding.

Because online survey respondents are not necessarily prospective
candidates, the wording in this survey was altered to, “In the last 12
months, can you recall seeing or hearing about JoinLAPD.com from
any of the following advertising or information sources?” With these
wording changes, the PSB can take advantage of the different circum-
stances of the surveys to address these two important and fundamen-
tally different questions. The online survey could be used to measure
how well the PSB’s marketing strategy of diverting all users to the
recruiting Web site is working; the blue card survey could be used to
measure the importance of various information sources and advertising
influences in a candidate’s decision to apply to the LAPD.

The revised versions of the blue card and online surveys are in
the appendix. To ensure that the new working versions were easy to
comprehend and did not contain loaded or insensitive questions, we
pilot-tested them on a group of six recycle recruits, new hires who were
injured during the their initial academy training and recuperating for
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Figure 2.19
Racial/Ethnic Composition of Blue Card and Online Survey Respondents
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the next academy. The pilot-test group found the survey items easy to
comprehend and avowed that the questions were neither leading nor
offensive in any way. At the time of this writing, the surveys are being
field-tested by randomizing both the old and new versions between
Web site visitors and PQE takers for maximal validity in eventual tests
of the proportions of respondents reporting each marketing and infor-
mation source.






CHAPTER THREE

The Recruiting Process, Prioritization, and
Meeting Targets

Introduction

We assess applicants’ performance through the stages using a number
of methods. We report the overall probability of making it through
each stage from the PQE through assignment to background investi-
gation, contingent on making it through all of the prior stages. This
allows us to identify the relative difficulty of each stage for different
types of applicants. Additionally, using regression models, we studied
how the odds of passing each stage of the process depended on the
applicant’s demographics (Table 3.1), PBA results (Table 3.2), and the
location of the applicants’ residence.

We estimate the overall probability of successfully making it
through the background investigation in two ways. First, we calculate
the joint probability of making it through all stages, receiving an “OK”
from the Background Investigation Division (as opposed to a recom-
mendation to disqualify or a file-pending judgment), and jointly pass-
ing the Physical Abilities Test (PAT), departmental interview, medical
examination, and psychological evaluation. This permits estimates of
how many applicants (PQE takers) will be required to produce a given
number of police-academy cadets (assuming that all applicants recom-
mended by the Background Investigation Division are hired).

Second, we use regression models to assess applicant charac-
teristics that contribute to successfully making it through all stages
and receiving an “OK” from the Background Investigation Division.
For the “success” dependent variable, a value of 1 indicates that an
applicant was investigated by the Background Investigation Division
and received an “OK” assessment, and 0 indicates that the applicant

49
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dropped out at any earlier stage (including failing the PQE) or received
any other recommendation besides “OK” from the Background Inves-
tigation Division.

Additionally, we analyzed applicants who made it through the
polygraph stage and were assigned to the Background Investigation
Division to see what factors are predictive of them receiving an “OK”
judgment relative to receiving a recommendation for disqualification
or an incomplete judgment. We retain the information for the incom-
plete judgment because, in many cases, final decisions are delayed
pending appeals of negative judgments by applicants or because the
Background Investigation Division decides to allow a person with cer-
tain types of adverse findings (e.g., financial problems or violation of
motor-vehicle codes) to be reinvestigated after some duration of time,
rather than receive an outright disqualification recommendation. These
models include variables that indicate whether an applicant admitted
to [an activity] during the polygraph or was suspected of committing
a deception.!

Research Questions

Our research sought answers to the following questions:

1. What proportion of applicants can be expected to become qual-
ified for appointment to the police academy?

2. At what stages of the process are applicants most likely to be
eliminated from consideration?

3. What observable characteristics can be used to identify appli-
cants with the best chances of success, overall and at each
stage?

L' Out of 245 individuals with countermeasures, 110 made it to the Background Investi-

gation Division (37 percent, compared with 56 percent of applicants with a deception or
admission and 94 percent of all other polygraph subjects). To preserve degrees of freedom,
the countermeasure variable is not estimated in these models.
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LAPD Application Process

The police-officer testing process for LAPD is, like those of many
departments, a multistage process of evaluation, investigation, and
hiring. This section describes the testing stages.

Preliminary Background Application

All persons interested in applying for a position as a sworn police officer
are first encouraged to complete an online PBA. The PBA asks ques-
tions about the individual’s personal history that are grouped into four
topical areas: (1) respect for the law, (2) financial record, (3) driving pro-
ficiency, and (4) drugs and intoxicants. Upon completion of the PBA,
prospective applicants receive an instant assessment of their chances
of successfully making it through the police-officer selection process.
After LAPD review of their answers, some applicants are informed that
they have insurmountable issues in their backgrounds and are discour-
aged from applying. Others are advised that their backgrounds have
some potentially problematic issues. They are encouraged to resolve the
issues prior to continuing the application process or to be prepared to
explain these issues to background investigation (BI) personnel during
the application process. Individuals who report no problematic issues
receive a message strongly encouraging them to continue the applica-
tion process.

The City of Los Angeles uses the PBA for advisory purposes only;
applicants are not disqualified from consideration for police employ-
ment based solely on their PBA results, regardless of the assessment.
Nonetheless, applicants’ PBA disclosures are included as part of the
background investigation process; applicants receive instructions to
print a copy of their online results and bring them to the written test
(described in the next section), and applicants who do not complete
an online PBA are required to complete a written PBA as part of the
application process.

Personal Qualifications Essay
The second step in the selection process is the written test, called the
PQE, which consists of three essay questions to be completed in 90
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minutes. Each question asks for a personal anecdote demonstrating
a facet of the candidate’s behavioral characteristics. The essays assess
written communication skills, judgment and decisionmaking skills,
and behavioral flexibility. Passing scores (= 70/100) are valid for 18
months, and applicants who fail must wait three months to retake the
exam.

Background Investigation

The third step in the selection process is the submission of a 23-page
Personal History Form (PHF), along with supporting documentation,
to the Background Investigation Division. Applicants are required to
provide detailed information on residences, family, education, employ-
ment, finances, character references, driving record, and criminal
record on the PHF. Completed PHFs are submitted at the background
interview, at which time the applicants also fill out a Preliminary Inves-
tigative Questionnaire (PIQ). The PIQ is a comprehensive accounting
of all criminal and unethical behavior in the applicant’s past. Barring
admission of any automatic disqualifiers, such as a felony conviction,
Bls spend the next one to four months conducting extensive back-
ground investigations to verify that the information supplied by the
applicant is accurate and complete.

Polygraph Examination

Prior to the background field investigation, each candidate undergoes a
polygraph examination. The test is used to confirm the veracity of the
information supplied on the PHF and the PIQ. The polygraph exami-
nation serves as an investigative tool to identify those areas in which
the BI will initially focus his or her field investigation. Failure of the
polygraph examination does not necessarily disqualify a candidate.

Department Interview

The fifth step in the selection process is a panel interview conducted by
sworn and civilian personnel. Successful candidates must demonstrate
oral communication skills, interpersonal skills, personal achievement,
motivation, and aptitude for police work. Unsuccessful candidates
must wait three months to re-interview unless they attend an Oral
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Interview Preparation Seminar, in which case they may re-interview
sooner. Candidates who pass the interview receive a conditional job
offer, contingent on the successful passage of the remaining stages.

Physical Agility, Medical, and Psychological Evaluations

While the background investigation is being conducted, candidates
can complete the medical evaluation, the written psychological tests,
and the PAT, a series of four exercise events that test agility, upper-body
strength, endurance, and aerobic fitness. The oral psychological evalu-
ation is the final test part and is administered only to candidates who
pass the background investigation.

Data and Measures

The City of Los Angeles Personnel Department provided RAND with
records for each individual who completed the PQE between Janu-
ary 1, 2004, and May 1, 2008. We focused our analysis on only those
applicants who took the PQE between January 1, 2006, and December
31, 2007, a period that reflects the most current effective policies while
still allowing a reasonable amount of time for applicants to complete
the entire process. These records contained information on each appli-
cant’s age, race/ethnic group, sex, highest educational level, residency
ZIP Code, and PQE outcome (pass or fail). The race and ethnic cat-
egories used in these files were mutually exclusive and included white,
black, Hispanic, Asian/Pacific Islander (including Filipino), and all
others.? Educational attainment was coded into four categories: less
than a high-school diploma; high-school diploma; some college but
no four-year degree; and bachelor’s degree or higher. The ZIP Code
data were used to identify applicants who resided within L.A. County,
in another Southern California county (including Orange, Riverside,
San Bernardino, Ventura, and San Diego), or in any other part of the

2 The small number of members in the “other” race/ethnic group precludes using this vari-
able in multivariate regression models. For those analyses, these applicants are excluded.
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United States. Table 3.1 contains summary demographic and geo-
graphic statistics for cases analyzed.

We merged these data with applicant-level information from a
variety of other data sources from the personnel department and the
LAPD, including the background investigation, polygraph, and medi-
cal sections. Because not all applicants took the PBA online, assessment
results from this source were incomplete. However, each candidate’s
background investigation file contains his or her PBA outcome regard-
less of the format (online or written). Where personal history PBA
information was incomplete, we substituted online PBA results. We
also used background information records to determine whether the
applicant took the written or online PBA format by identifying indi-
viduals who had PBA results in their background file but were missing
from the PBA file. Despite the requirement that all PQE takers submit
a completed PBA, about one-fifth (2,974) had no recorded PBA infor-
mation. Applicants who took the PQE after April 2007 were far more
likely to have missing PBA information than applicants who took the
PQE before this period (about 44 percent missing in the later period,
compared with about 6 percent missing in the earlier period). Table 3.2
shows the distribution of PBA outcome and format of the PBA.

In some instances, detailed information regarding the disposition
of an applicant at a particular stage of the process is provided, and this
is incorporated where possible. For example, records from the Back-
ground Investigation Division identified whether an applicant who
successfully completed the PQE subsequently appeared to formally
turn in a PHE. However, summarizing investigators’ assessments of
the material contained in the personal history was complicated by the
fact that multiple entries were made for each category, without refer-
ence to the stage at which a judgment was rendered (for example, about
5 percent of applicants who received a judgment of “hard deny” also
had a judgment of “pass” on their record).

Since police-officer testing requires applicants to pass successive
stages, rather than relying exclusively on details from each data source,
gaps in individuals’ records across the data sources were used to iden-
tify their performance through various test parts. For example, appear-
ing with a PHF is a fairly straightforward measure of whether a person
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Zi?riana-:y Statistics, LAPD PQE Takers, January 1, 2006-December 31, 2007
Characteristic Number Percentage
Sex

Male 10,756 82

Female 2,371 18

Race/ethnicity

Hispanic 6,308 48
White 3,789 29
Black 1,628 12
Asian/Pacific Islander 1,316 10
Other groups 86 1

Age (years)

20-24 3,658 28
25-29 4,976 38
30-34 2,340 18
35-39 1,237 9
40+ 915 7
Education
< high-school diploma 785 6
High-school diploma 8,945 69
Some college 1,205 9
Bachelor’s or higher 2,113 16
Location
L.A. County 8,426 65
Other Southern 3,597 28
California

Other U.S. 1,028 8
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Table 3.2
PBA Outcomes Among LAPD PQE Takers, January 1, 2006—December 31,
2007

Applicant has ... Number Percentage

Issues that make disqualification from consideration 361 4
almost certain (PBA DQ)

Issues that will need to be resolved (PBA issues) 6,607 65
No apparent issues (PBA OK) 3,185 31
Online PBA format 6,867 52
Written PBA format 3,286 25
No PBA 2,974 23
Total 13,127 100

continued in the process after passing the PQE. The appearance rate is
simply the number of appearances divided by the number of PQE pass-
ers. Appearing with the completed PHF is a prerequisite for advance-
ment to the subsequent stage—polygraph examination—so we iden-
tify a individual whose personal history is satisfactory for advancement
by locating his or her record in the polygraph data; the proportion
of individuals who pass the personal history stage is therefore calcu-
lated using the number of polygraph records as the numerator and the
number of “appearances” used as the denominator.?

This process is continued through the next major stage of the
application process, getting one’s application assigned to a BI (contin-
gent on advancing past the polygraph stage). The information contained
in the background investigation files provides details on the disposition
of an individual’s application at multiple points in time. We categorize

3" Even if there were no data-input errors that resulted in the accidental loss of an applicant
from a data file, an absence would not necessarily indicate that an applicant was rejected by
investigators. Some otherwise viable applicants voluntarily withdraw from the process, while
others may take an inordinate length of time to proceed from one step to the next but may
eventually return to the process. While we recognize that understanding the reasons behind
different types of losses (especially those that contribute to voluntary withdrawal of viable
candidates) has important implications for recruitment policies, our analysis is nonetheless
limited to overall loss rates for the specified time frame.
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each applicant into one of three groups based on the disposition of the
most recent entry in the record: (1) the applicant was still undergoing
investigation at the time the latest entry was made, (2) the Background
Investigation Division advised that an individual be disqualified from
consideration for employment by the LAPD, or (3) the division deter-
mined that an individual passed the background and is worthy of con-
sideration for employment by the LAPD.

Finally, for individuals who pass the background investigation,
we calculate a joint probability of passing the PAT, the medical exam,
and the psychological evaluation. We calculate these events separately
from the other stages because applicants who enter the background
investigation phase are allowed to attempt them repeatedly and there-
fore do not necessarily experience them sequentially. For this reason as
well, we calculate a single joint probability rather than assessing each
applicant’s performance in each event, given that applicants who are
otherwise satisfactory from the point of view of the investigation pro-
cess may nonetheless not experience all events.*

In addition to the information on the overall performance of appli-
cants at each stage, the individual entries in the personnel data files are
typically date stamped. This permits us to calculate the number of days
required to complete each stage of the process as the difference between
the date of an applicant’s first entry in a given file (for example, in the
polygraph records) and either the last entry in the same file or the first
entry in the file pertaining to the subsequent stage (for example, having
their case assigned to a BI). We calculate the total duration for appli-
cants who receive a final assessment from the Background Investigation
Division as the duration of time between the date on which they took
the PQE and the date of the last entry in their background investiga-
tion file. Because the background investigation records indicate when
an application was received and when it was assigned for investigation,
we are also able to calculate the duration of this period separately.

4 We assume that such characteristics as medical disqualifications and physical agility will
be relatively uncorrelated with the types of personal history incidents that would disqualify
an individual from consideration.
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The personnel data also contain detailed information on appli-
cant’s performance in the polygraph stage—e.g., whether an applicant
admitted to a specific behavior or whether the test indicated that an
applicant provided a deceptive answer in response to a question about
a specific behavior. We code each applicant who makes it to the poly-
graph stage by whether his or her records indicate any of three types of
adverse polygraph results: that he or she admitted engaging in a prob-
lematic activity, that he or she attempted a deception in response to a
question about engaging in a problematic activity, or that, at any time
during the test, he or she was caught or suspected of trying to defeat the
test through countermeasures (such as furtively inflicting mild levels of
pain on themselves). The polygraph information also indicates whether
a person underwent multiple polygraph tests. For these individuals,
we use this information to calculate the days required to complete the
polygraph stage. Table 3.3 summarizes the adverse polygraph findings
and the number of polygraphs administered to each applicant in this
stage.

Table 3.3

Summary of Polygraph Results

Result Number Mean Standard Deviation
Admission 2,845 0.476 0.499
Deception 1,811 0.303 0.460
Countermeasure 294 0.049 0.216

Any adverse result 2,401 0.402 0.490

Number of polygraphs

One 4,042 0.677 0.468
Two 1,186 0.199 0.399
Three or more 747 0.125 0.331

Total 5,975
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Analysis of the Recruiting Process

Online PBA Results

We begin with a performance overview of the typical first step in the
application process, the online PBA. As indicated earlier, individuals
who are interested in becoming an LAPD officer are encouraged to fill
out a PBA online, which they submit with personally identifying infor-
mation. Table 3.4 shows the PBA results for individuals who took the
online assessment between January 1, 2006, and December 31, 2007,
by whether they had taken the PQE by May 1, 2008. Two important
results stand out from this table. First, only about 19 percent of indi-
viduals who submitted an online PBA actually showed up to take the
PQE. This suggests that many individuals have not yet committed to
applying for an LAPD officer position or that the results of their PBAs
discouraged them from continuing the process. These are not mutually
exclusive explanations, but the latter explanation is supported by the
second key result: The likelihood of taking the PQE increases with the
favorability of the PBA assessment, and individuals with a PBA OK are
the most likely to take the PQE.

Since the PBA results provide encouragement to individuals who
receive an OK outcome, the 24-percent PQE rate among this group
may be viewed as an estimate of the proportion of the population of
JoinLAPD.org Web site users who are seriously considering employ-
ment with the LAPD. In this light, assuming that 24 percent of indi-
viduals who received a “PBA issues” result would have taken the PQE
had they not been discouraged, the online PBA screened out about
2,400 applicants who otherwise would have continued the process.

Table 3.4

Results of Online PBA by PQE Test Status

Result Number PBA Completions (%) Took PQE (%)
PBA DQ 3,656 7 10

PBA issues 34,290 64 17

PBA OK 16,073 30 24

Overall 54,019 100 19
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It also screened out about 500 applicants who received a “PBA DQ”
result.

Formal Application Stages
We turn to an overview of the results at each stage of the LAPD evalu-
ation and investigation process. Table 3.5 reports applicants’ outcomes
at each stage of the process, as well as the joint probability of making it
through all stages, receiving an “OK” from the Background Investiga-
tion Division, and passing both PATs, the departmental interview, the
medical exam, and the psychological evaluation.

Approximately 84 percent of PQE takers can be expected to pass
the exam; of these, 64 percent continue the process by returning with a
PHEF. As illustrated in Figure 3.1, more applicants are lost at this stage
than at any other. From a hypothetical pool of 100 PQE test takers, 31
(more than one-third of all applicants who pass the PQE) do not return
to complete the application process. Among those who do continue,
about 13 percent (about eight applicants from an initial pool of 100)
do not make it to the polygraph stage.

Table 3.5
Summary Probabilities of Success Through the LAPD Evaluation and
Investigation Stages

Those from Previous Stage

Stage Number Who Continue (%)
Initial PQE test takers 13,126 100
Pass PQE 10,997 84
Appear with PHF 6,983 64
Make it to polygraph 5,975 86
Get assigned to Bl 4,190 70
Get OK Bl summary 2,582 62
Pass departmental interview, PATs, medical 1,754 60

exam, and psychological evaluation

Qualification rate: PQE takers who pass all 12
stages (%)
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Figure 3.1
100 Hypothetical Applicants Retained and Lost Through the LAPD
Evaluation and Investigation Stages
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About 70 percent of applicants who took a polygraph had their
applications assigned for a complete background investigation. This
includes about 1,900 applicants who admitted to an incident or for
whom deception was suspected or detected. Of the investigated appli-
cants, 62 percent were found to be satisfactory for appointment to the
police academy, and 60 percent of these applicants with “OK” back-
grounds were able to pass the PAT, the departmental interview, the
medical examination, and the psychological examination. Overall,
12 percent of PQE takers successfully make it through all stages of the
evaluation and investigation process and are medically and psychologi-
cally qualified for appointment to the police academy.

Table 3.6 reports how much more (or less) likely it is that a can-
didate with the specified feature will complete the stage conditional
on having passed the previous stage. Features denoted with “(ref)”
are the point of reference for the other features. For example, in the
first column for passing the PQE stage, residents of L.A. County were
12 percent less likely to pass the PQE than were those from other parts



Table 3.6
Predicting Applicants’ Success Through Each Stage: Associated Percentage Increase/Decrease in the Odds of
Completing the Stage

OK Background investigation

Compared Compared with
Appeared with Full Background with a DQ a File Pending
Characteristic Passed PQE PHF Polygraph Investigation = Recommendation Judgment
Observations 9,972 8,529 5,737 4,879 3,315 3,315
PBA (%)
PBA DQ (ref) (ref) — - - -
PBA issues -18 130** (ref) (ref) (ref) (ref)
PBA OK 0 312%* 210** 70** 87%* 120
Residence (%)
Not Southern (ref) (ref) (ref) (ref) (ref) (ref)
Calif.
L.A. County -12 37** —29* 25 59%** 251%*
Other 5 -8 —37** 18 37* 206**
Southern Calif.
Education (%)
< high-school —33** —24%* -25 -17 -35 -3

diploma
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Table 3.6—Continued

OK Background investigation

Compared Compared with
Appeared with Full Background with a DQ a File Pending
Characteristic Passed PQE PHF Polygraph Investigation = Recommendation Judgment
High-school (ref) (ref) (ref) (ref) (ref) (ref)
diploma
Some college 25% 37%* 3 13 31* 179*
Bachelor’s or 118%* 29%* 8 31** 24* 152%*
higher
Female (%) 26 —33** -22* 18 26* -14
Race/ethnicity (%)
White (ref) (ref) (ref) (ref) (ref) (ref)
Black —42%* 8 6 -9 -32 113
Hispanic —29%* 26** 43%* 13 1 138*
Asian/Pacific -18 -6 4 18 -5 -19
Islander
Age (%)
20-24 years (ref) (ref) (ref) (ref) (ref) (ref)
25-29 years 12 26%* 5 -1 -9 -5
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Table 3.6—Continued

OK Background investigation

Compared Compared with
Appeared with Full Background with a DQ a File Pending
Characteristic Passed PQE PHF Polygraph Investigation = Recommendation Judgment
30-34 years 27** 42%* -3 29* 3 -2
35-39 years 13 37%* -19 18 20 -9
40+ years 17 12 -19 33 -29 —42*
Polygraph results (%)
No deception (ref) (ref) (ref)
Any deception —-32%* —34** -14
in polygraph
Any admission —84** -16* —31**
in polygraph

NOTE: * = statistically significant at the 5-percent level. ** = statistically significant at the 1-percent level.
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of the United States outside of Southern California. Applicants with
no PBA results are excluded. Since the background investigation can
have more than three outcomes, we report two comparisons: those who
cleared the background investigation versus those given a DQ recom-
mendation and those who cleared the background investigation versus
those with a file-pending judgment.

The likelihood of an applicant passing the PQE depends strongly
on education and race. On average, the odds that an applicant with a
bachelor’s degree passed the PQE were more than twice the odds than
for a high-school graduate. Applicants with less than a high-school
diploma had the lowest odds of passing the PQE, 33 percent less than
high-school graduates. White applicants had the highest rate of passing
the PQE among the racial and ethnic groups. The odds for Hispanic
and black applicants are significantly lower than the odds for whites.
Female applicants were 26 percent more likely to pass the PQE than
male applicants.

The second column of Table 3.6 indicates that education, sex,
and race and ethnicity remain factors in continuing the application
process among individuals who pass the PQE. Applicants with college
experience are 37 percent more likely than high-school graduates to
continue the process by returning to complete the PHF after the PQE
(with no significant differences between college graduates and non-
graduates), while those without a high-school diploma are less likely.
The odds that a Hispanic applicant continued the process are substan-
tially greater than the odds for applicants of any other racial or ethnic
group. In contrast with the pattern for passing the PQE, females are
less likely than males to continue the application process. On average,
only 55 percent of females who pass the PQE can be expected to appear
to complete their PHF, compared with 67 percent of males. The analy-
sis also reveals effects of PBA results, residency, and age on the pre-
dicted likelihood of continuing the application process. The odds that
an applicant with no PBA issues continued the application process were
much larger (300 percent more) than the odds for an applicant whose
PBA indicated virtually no chance of success and nearly twice the odds
for an applicant with PBA issues. L.A. County residents are the most
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likely to continue the process. On average, older applicants are more
likely to continue the process than applicants aged 20-24.

The third column indicates that the likelihood of advancing to the
polygraph stage remains higher than average for Hispanics and appli-
cants with an OK PBA and lower than average for females. On the
other hand, applicants from outside of Southern California are more
likely to advance to the polygraph stage than applicants from any part
of Southern California. Much of the significant variation by education
level and all of the significant variation by age observed in the previous
stages disappears.

Compared with the results observed in the first three columns,
the fourth column’s education and age results are less consistent. The
odds that an applicant with a bachelor’s degree was assigned to a full
background investigation were about 30 percent greater than the odds
for applicants with other levels of educational attainment, while only
applicants in the 30- to 34-year-old age range had any significantly
higher odds. PBA OK applicants continued to do well relative to appli-
cants with PBA issues, although the magnitude of the difference is
smaller than that observed in the PHF or polygraph models. Naturally,
the model shows that admissions and detected deceptions during the
polygraph stage result in significantly lower odds of getting assigned for
a full background investigation. On average, the predicted probability
that an applicant with neither a polygraph deception nor admission
gets assigned for a background investigation is 0.89, compared with
0.70 for applicants with a deception detected and 0.54 for an applicant
who makes a polygraph admission.

The last two columns report the likelihood of receiving a satis-
factory recommendation compared with either a recommendation for
disqualification or a pending judgment, contingent on getting assigned
for a full background investigation. Compared with getting recom-
mended for disqualification, the odds that an applicant with an OK
PBA received an OK background judgment were about 87 percent
greater than the same odds for an applicant with PBA issues. Appli-
cants from L.A. County or other Southern California counties have a
greater likelihood of an OK judgment than applicants from other parts
of California and the United States, relative to either a disqualifica-



The Recruiting Process, Prioritization, and Meeting Targets 67

tion or a pending judgment (the difference between L.A. County and
the other Southern California counties was not significant in either
case). Applicants with college experience are more likely than those
with a high-school diploma to receive an OK judgment than any other
outcome, but the odds that a non—diploma holder was judged to be
OK rather than recommended for disqualification was only 65 percent
of the same odds for a high-school graduate. Females are more likely
than men to be judged OK instead of recommended for disqualifica-
tion, while black and Hispanic applicants are less likely than whites to
be judged OK (but for different reasons: blacks are more likely than
whites to receive a recommendation to disqualify instead of an OK,
while Hispanics are more likely to receive an incomplete judgment
instead of an OK).

Despite having a lower-than-average likelihood of getting assigned
to a full background investigation, applicants with a polygraph decep-
tion or admission continue to do worse in the background investiga-
tion phase than applicants with no such adverse polygraph findings
(although, in contrast to the results observed in the fourth column,
there is no significant difference in the odds ratios for admissions and
deceptions, at least when a recommendation to disqualify an applicant
is the comparison category). On average, the predicted probability that
an applicant with no adverse polygraph findings received an OK judg-
ment is 0.67, compared with 0.56 for an applicant with a polygraph
deception and 0.59 for an applicant with a polygraph admission.

Table 3.7 reports the association between the candidate’s features
and the relative likelihood of advancing through all of the stages and
receiving an OK judgment from the Background Investigation Divi-
sion (regardless of whether they passed the PATs, departmental inter-
view, medical exam, or psychological evaluation). On the day of the
PQE test, about 20 percent of the PQE takers with characteristics like
those of the sample would be expected to receive a favorable judgment
from the Background Investigation Division. Assuming a PAT, depart-
ment interview, medical, and psychological pass rate of 60 percent (see
Table 3.7), roughly 12 percent of applicants would be deemed qualified

for appointment to the police academy.
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Table 3.7

Predicting a PQE Taker’s Success Through the Entire Process: Associated
Percentage Increase/Decrease in the Odds of Receiving a Favorable
Judgment from the Background Investigation Division (9,848 observations)

Change in 95% Confidence Interval
the Odds of
a Favorable Predicted

Characteristic Judgment Success Rate Lower Limit Upper Limit
PBA

PBA DQ (ref) 5 3 8

PBA issues 241%* 16 15 17

PBA OK 725%* 32 30 34
Residence

Other U.S. (ref) 15 13 17

L.A. County 58** 22 21 23

Other Southern Calif. 19 17 16 19
Education

< high-school diploma —41%* 12 9 14

High-school diploma (ref) 19 18 19

Some college 46** 25 22 29

Bachelor’s or higher 57** 26 24 28
Sex

Male (ref) 20 19 21

Female -3 19 17 21
Race/ethnicity

White (ref) 19 17 20

Black -17* 16 14 18

Hispanic 22%* 22 21 23

Asian/Pacific Islander -6 18 15 20
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Table 3.7—Continued

Change in 95% Confidence Interval
the Odds of
a Favorable Predicted
Characteristic Judgment Success Rate Lower Limit Upper Limit
Age
20-24 years (ref) 19 17 20
25-29 years 7 20 18 21
30-34 years 27** 22 20 24
35-39 years 22* 22 19 24
40+ years -15 16 13 19

NOTE: * = statistically significant at the 5-percent level. ** = statistically significant at
the 1-percent level.

Table 3.7 also shows that the likelihood of passing the various
stages observed in Table 3.4 results in different overall success rates
for applicants with different characteristics. The most substantial of
these characteristics is the results of the PBA assessment. On average,
an applicant who has no issues recorded on his or her PBA is twice
as likely to be successful as a person with any PBA issues, whereas an
applicant who is identified with disqualifying issues has virtually no
chance of success (after applying the PAT, department interview, medi-
cal, and psychological pass rate, the 95-percent confidence interval for
this group is between 2 and 5 percent). These differences are not sur-
prising, given that applicants with an OK PBA performed better than
other applicants in every stage after the PQE (see Table 3.6).

Test takers from L.A. County are more likely to be successful
than applicants from the rest of Southern California and the rest of
the United States. As Table 3.6 indicates, this is partly due to their
greater likelihood of continuing the application process after passing
the PQE.

The success rate for applicants with any college experience is
between 22 and 28 percent (the difference between the two college
groups is not significant), compared with as high as 19 percent for
high-school graduates and 14 percent for non—diploma holders. Simi-
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lar to the pattern for L.A. County residents, these results partly reflect
the positive association between education and continuing the process
after passing the PQE.

No significant difference was observed between male and female
applicants. Hispanic applicants had the highest success rate, 22 percent,
compared with 18 to 19 percent for whites and Asians and 16 percent
for black applicants. Again, differences in the likelihood of continuing
the process after passing the PQE partly explain these results, as does
Hispanics’ greater-than-average likelihood of advancing to the poly-
graph stage. Finally, the greater-than-average likelihood of continuing
the process after passing the PQE partly explains the observed finding
that, on average, applicants in their 30s have a higher probability of
success than younger or older applicants (the difference between the
30- to 34- and 35- to 39-year-old groups is not significant).

Length of Time Between Stages

Figure 3.2 summarizes the number of days required by applicants
to (1) take the PQE and continue the process by returning to com-
plete the PHE, (2) appear for the PHF and take the first polygraph
test, (3) complete the polygraph stage and get assigned for a full back-
ground investigation,® and (4) undergo a full background investigation
culminating in a recommendation by the Background Investigation
Division.

The distributions of days required to complete each stage are
highly skewed to the right. The time between appearing for the PHF
and taking the first polygraph exam was the most skewed. For this
reason, we use the median to summarize the time required for each
stage.

Upon passing the PQE, 50 percent of applicants return to com-
plete the PHF within 27 days and 75 percent within 40 days. It takes
another eight days for 50 percent of applicants to appear for the PHF
and take the polygraph; 75 percent have taken the polygraph within 25

5 About 83 percent of applicants complete the polygraph in a single day, but there are sev-
eral large outliers among the other applicants. For this reason, the amount of time between
the first and final polygraph is excluded from Figure 3.2.
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Figure 3.2
Summary of Days Required to Complete Each Stage
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days of appearing to complete the PHF. Once the polygraph test has
been administered, it takes another 21 days for 50 percent of applicants
to get their files assigned to the Background Investigation Division;
75 percent are assigned within 38 days. Finally, the background inves-
tigation takes less than 47 days for 50 percent of the cases and less than
72 days for 75 percent of the cases.

Figure 3.3 shows duration of the total process for applicants who
make it through all stages. The skew of the distribution of the total
time was 1.65, much less than that observed for the individual stages.
Overall, for half of all applicants who make it to the Background Inves-
tigation Division and receive a final recommendation, the process takes
up to 127 days; 75 percent complete the process in less than 193 days,
while 25 percent are finished in less than 92 days. There appear to be
few differences in total process between applicants who receive unfa-
vorable and favorable recommendations. Pending judgments, however,
usually occur earlier in the process; for example, 75 percent of pending
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Figure 3.3
Number of Days Required to Complete the Entire Application Process,
by Number of Polygraphs
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judgments are rendered within 150 days, compared with 195 days for
unfavorable judgments and 201 days for favorable judgments.

As indicated earlier, most applicants who make it to the polygraph
stage complete the test on the first try (see Table 3.1). However, about
one-third require more than one polygraph test, which necessarily adds
some time to the process. Figure 3.3 also compares the total number
of days required to complete the entire police-ofhicer testing process for
applicants with single and multiple polygraph tests. Comparing the
median cases, multiple polygraphs add 54 days to the process (123 days
for single polygraphs, compared to 177 days for multiple polygraphs).

Using the Results to Prioritize Applicants and Support
Hiring Targets

The results of this analysis indicate which types of applicants are most
likely to do well in the application process and the stages at which
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they are likely to have problems. Understanding why applicants per-
form differently at different stages could improve overall recruitment
but is beyond the scope of this stage of the present project. None-
theless, knowledge of the characteristics observed early in the pro-
cess (as opposed to characteristics, such as honesty and integrity, that
are revealed only later in the background investigation process) that
indicate a higher-than-average probability of success can be leveraged
throughout the recruiting process. In particular, characteristics associ-
ated with success could be used to prioritize the handling of application
packets. For example, process mentors could prioritize their day-to-day
workload so that every effort is made to encourage the most-promising
applicants to complete their PHFs after passing the PQE before efforts
are made to help retain statistically less promising applicants. Schedul-
ing of events, such as the polygraph, could be made more flexible so
that the preferences of more-promising applicants are accommodated
before those of less promising applicants. The Background Investiga-
tion Division assigns cases based on an evaluation of applicants’ PHF
and PIQ forms, assigning the most-viable candidates first. The division
could benefit from also utilizing priority scores derived from character-
istics associated with success.

Prioritizing applicants in such a way can ensure that individuals
with the most-favorable observable characteristics receive the most expe-
ditious and persistent treatment at the various stages of the process and,
perhaps, enable earlier decisions on the most-promising applicants. Not
only might this process prevent some otherwise well-qualified appli-
cants from dropping out of what is necessarily a somewhat lengthy
application process; it also ensures that the applicants who are under
consideration for an academy cadet class reflect the most-promising
individuals in the applicant pool at any given time.

One challenge to this strategy is that the correlations between the
observable characteristics are not perfect. For example, only about 5 per-
cent of the cases used in the preceding analysis were college-experienced
applicants from L.A. County who had no PBA issues. For the most
part, prioritizing on any single dimension (even the most predictive
characteristic, the PBA result) would be undermined by the introduc-
tion of less favorable characteristics.
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Using the coefficients derived from the logistic regression model
estimated in Table 3.7 as priority-score points overcomes this problem.
The earliest point at which the LAPD can both observe an applicant’s
characteristics and begin targeting him or her for priority processing
occurs after the applicant passes the PQE. Therefore, we produced a set
of prioritization points for the applicants’ features by re-estimating the
regression model from Table 3.7, using only applicants who passed the
PQE. Points are assigned based on educational attainment, residency,
and PBA outcomes. Race/ethnicity and sex are included as controls
in the model so that the points for education, residency, and PBA are
not tuned to be proxies for race. Later, we describe prioritization-point
adjustments for race and sex to help the LAPD meet its hiring targets.
Age is not used as a factor, to avoid violating age-discrimination protec-
tions for people aged 40 or over.

Table 3.8 reports the estimates for the three characteristics that
are used in the priority scores, the assignment of points for each char-
acteristic, and summary statistics for the cases used in the model. For
ease of presentation, we multiply the regression coeflicients by 10 to
yield the prioritization-point assignment (rounded to the nearest whole
number)¢ and assign 0 points to each reference category. Applicants
receive the point value assigned for their personal characteristics, which
are then summed to produce a total priority score. The calculated score
has a maximum of 35 points (for a college-experienced applicant from
L.A. County who has no PBA issues) and a minimum of 0 (for an
applicant who has no high-school diploma, lives anywhere outside of
Southern California, and whose PBA results indicated a likely dis-
qualification from consideration). Each additional point corresponds
roughly to a 2-percent increase in the probability of completing the
process. For example, about 38 percent of applicants with 30 points
completed the process, whereas applicants with one additional point,
31 points, completed the process 40 percent of the time.

6 The decision to use a factor of 10 is arbitrary and is made for convenience. To scale the
points in such a way that they are all greater than or equal to 0, the reference category for the
educational variables is “less than a high school diploma” rather than high-school graduate.
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Table 3.8
Preliminary Priority-Score Component Points for Applicants Who Pass the
PQE

Logistic Regression

Characteristic Coefficient Priority-Score Points
PBA
PBA DQ (ref) 0
PBA issues 1.28 13
PBA OK 2.18 22
Location
Other U.S. (ref) 0
Other Southern Calif. 0.17 2
L.A. County 0.49 5
Education
< high-school diploma (ref) 0
High-school diploma 0.43 4
Some college 0.81 8
Bachelor’s or higher 0.81 8

Priority-score summary

Minimum 0
Maximum 35
Mean 241
Median 22
Standard deviation 6.0

NOTE: The estimated intercept coefficient is —3.69 but is dropped from the priority
score.

Priority scores are used to sort the handling of applicants at every
stage. For example, assume a situation in which a process mentor is
assigned 10 new applicants who passed the PQE and who now must
be contacted to encourage them to complete the PHF. These applicants
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vary in their priority scores from 10 to 30. In this case, the mentor
would sort the applicants based on their scores and would attempt to
contact them in list order. The rankings of all the mentor’s active cases
also advise on how efforts should be divided among applicants at dif-
ferent stages of the process. More effort should be made to contact and
assist higher-scoring applicants than lower-scoring ones, regardless of
where they are in the process.

In no case, however, should an applicant’s priority scores super-
sede the judgment of personnel when new information comes to light
that seemingly alters an applicant’s chance of making it through the
process. Applicants who make serious adverse admissions on their PHF
or during the polygraph would certainly require a reassessment, and
mentors and other personnel should not be constrained by the origi-
nal priority score in their handling of such an applicant. On the other
hand, information obtained during the polygraph can be incorporated
to formulate a new set of points for assigning applicants for background
investigations.

Table 3.9 shows the results of a logistic regression model predict-
ing success among applicants who made it through the polygraph stage
and had their application packets assigned to Background Investiga-
tion.” The variation across the characteristics is much reduced from
the earlier priority scores, as indicated by the much lower maximum
score. Moreover, applicants who admitted to something on the poly-
graph would have two points removed from their score, while those for
whom deception was detected or suspected would lose four points.

As with the first iteration of the priority scores, the Background
Investigation Division would use these scores when assigning cases for
an investigation. As investigators become available to take on addi-
tional cases, they would receive packets based on the ranked scores of
the applicants who are awaiting processing, rather than the order in
which the packets were received. Additionally, whenever a new appli-
cation becomes available for assignment, the applicant’s priority score

7" This is essentially a simplified re-estimation of the model used to produce the results
shown in the last two columns of Table 3.6. Additionally, the model combines PBA DQ and
PBA issue applicants into a single reference category.
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Table 3.9
Priority-Score Component Points for Applicants Who Make It Through the
Polygraph Stage

Characteristic Logistic Coefficient Points
PBA
PBA DQ (ref) 0
PBA issues (ref) 0
PBA OK 0.51 5
Location
Other U.S. (ref) 0
Other Southern Calif. 0.43 4
L.A. County 0.59 6
Education
< high-school diploma (ref) 0
High-school diploma 0.30 3
Some college 0.67 7
Bachelor’s or higher 0.58 6
Polygraph
Admission -0.23 -2
Deception -0.36 -4

Postpolygraph priority-score summary

Minimum -6
Maximum 18
Mean 9.4
Median 9
Standard deviation 4.1

would determine where in the queue of applicants he or she would be
placed. If the new applicant’s score was higher than that of every other
applicant currently awaiting assignment, he or she would go to the top
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of the order, regardless of how long any other application had been
awaiting assignment.

Harmonizing Priority Scores with Hiring Targets

Prioritization can make more-effective use of recruiting resources by
focusing those resources on those candidates most likely to complete
the process. Furthermore, prioritization could potentially increase a
candidate’s chance of joining the LAPD by reducing the chance that
he or she would drop out, lose interest, or take a job elsewhere. At this
point, we can only theorize that giving an application priority increases
the chance of that applicant completing the process. If, in fact, priori-
tization can increase in the likelihood of completing the process, then
manipulating the priority scores to prioritize certain groups of interest
can help the LAPD meet additional goals.

Since 1981, the LAPD has been under consent decrees (Blake v.
City of Los Angeles, 595 F.2d 1367; United States v. City of Los Angeles,
595 F.2d 1386) that stipulate greater diversity in hiring its officers.
Twenty percent of the department’s officers must be female, and the
department must have black and Hispanic officers in proportion to
their representation in the labor population of the five counties sur-
rounding the Los Angeles metropolitan area.® The personnel depart-
ment has established short-term targets for the composition of recruit
classes so that the composition of the department can meet the goals
of the consent decrees. They aim for 25 percent female and 10 percent
black recruits. Although the appointment of Asian officers was not part
of the consent decree, there is also interest in having 12 percent Asian/
Pacific Islander officers.

Using the methodology we illustrate here, the personnel depart-
ment and the LAPD can adjust the priority scores to meet any diversity
goals. For example, the most recent full fiscal year of hiring produced
a cohort of cadets with the characteristics described in Table 3.10.° In

8 n 2005, the labor force in the five-county region was 7 percent black, 41 percent His-
panic, and 12 percent white.

9 RAND obtained the data on FY 2007 hires and consent-decree targets from the LAPD.
There was also one Native American hire in this period who is not included in the total.
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Table 3.10
Hires by Race/Ethnicity and Sex for FY 2007

Characteristic Male Female Total
Hispanic 311 79 390
42% 11% 53%
White 178 19 197
24% 3% 27%
Asian/Pacific Islander 73 10 83
10% 1% 11%
Black 50 18 68
7% 2% 9%
Total 612 126 738
83% 17% 100%

FY 2007, 17 percent of hires were female, while 53 percent were His-
panic, 27 percent were white, 11 percent were Asian/Pacific Islander,
and 9 percent were black. Hispanic males comprised the largest group
(42 percent of the total).

Table 3.11 compares LAPD recruit numbers with the short-term
targets. The LAPD’s FY 2008 hiring goal is 780 new cadets, which
requires a G-percent increase over the number of hires in FY 2007.
While the LAPD is essentially meeting the short-term targets for racial
groups (exceeding them, in the case of Hispanics), it is coming up
short on female recruits. In a 2001 survey, police departments reported
having more than the LAPD (National Center for Women and Polic-
ing, 2002). However, to meet the 25-percent-female short-term target,
the LAPD will need to hire 69 more female recruits than it hired in the
previous fiscal year, a 55-percent increase.

A key challenge to prioritizing candidates is that the racial and
ethnic and sex categories targeted by the consent decrees vary in the
characteristics that are associated with success. Applying the prioritiza-
tion points as calculated in the table could have the effect of penaliz-
ing groups from which the LAPD needs to hire in order to achieve its
diversity hiring goals. To assess this concern, we examined the compo-
sition of applications with higher priority scores.
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Table 3.11
Hires by Race/Ethnicity and Sex: Totals and Group Percentages
Short-Term
(personnel
LAPD Recruits department) Targets
Characteristic Number Percentage Percentage
Female 126 17 25
Hispanic 390 53 35
Asian/Pacific Islander 83 " 12
Black 68 9 10
White? 197 27 43

@ There is no explicit consent-decree target for white recruits, but, by setting targets
for the other three primary racial and ethnic groups, this effectively sets a target for
white recruits.

The priority scoring described in Table 3.8 effectively assigns
additional priority to female and Asian applicants. The applicants
with priority scores above 31 (the scores in the highest 20 percent)
were 22 percent female, 13 percent Asian, 9 percent black, and 50 per-
cent Hispanic. The prioritization would not adversely affect any of the
protected groups relative to the current LAPD recruiting process and
would, in fact, target female applicants, the group with the greatest dif-
ference from the short-term target.

To assess the potential for the priority scores to close the gap on
the short-term and LAPD targets, we need to model the relationship
between prioritization and its effect on a candidate’s likelihood of join-
ing the LAPD. The logistic regression model developed for Table 3.8
tells us that the odds that an applicant joins the LAPD is

P(join | score, race,sex)

= f (race,sex) exp(score/10).
1 — P(join | score,race,sex)

The function flrace,sex) is an estimated term used to adjust the
probability of joining based on race and sex but is not used to score or
prioritize candidates. We further assume that, for each point above the
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average priority score (24.1), the odds of joining increase by a factor of
K. Similarly, for each point below the average priority score, the odds
of joining decrease by a factor of X.

P(join | score,race,sex)

= f'(race,sex) exp(score/10) K .
1 — P(join | score,race,sex)

The quantity K essentially captures how much priority handling
influences the probability of joining the LAPD. If, for example, the
personnel department ignores the score completely or if the applicants
are indifferent to prioritization, then K= 1. If, on the other hand, pri-
oritization increases the odds of joining, then this implies that X'> 1
and its magnitude measures the relationship between prioritization
and the odds of joining the LAPD. A value of K = 1.01 indicates little
influence. Consider a candidate with priority score 29, 5 points above
the average priority score. If that candidate’s probability of joining
in the absence of prioritization is 30 percent, then K = 1.01 indicates
that prioritization would increase that probability to only 31 percent.
For K = 1.10, prioritization would increase that probability to 41 per-
cent. As a result, the effect of prioritization strongly depends on the
value that the personnel department places on it (the extent to which
it is faithfully implemented) and the value that candidates place on it
(they choose the LAPD over other employment options).

Since the total recruiting resources are fixed, prioritizing one
application necessarily means that another application will receive
lower priority than it would under the current system. We assume
that the delays involved for those applications receiving lower priority
would likely decrease the odds of those applicants remaining through
the process. Therefore, for each point that an applicant’s score is less
than the average score, we assume that his or her probability of joining
decreases by 1/K.

For various hypothesized values of X, we can project the demo-
graphic composition of those who complete the process. Table 3.12
shows these projections for five choices of K. The first row with K =1
corresponds to a scenario in which the city ignores or the applicants are
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Table 3.12

Projected Demographics by Race/Ethnicity and Sex for Various
Hypothesized Values for the Influence of Prioritization on the Odds of
Joining the LAPD (%)

K Female Asian Black Hispanic
1.00 17 11 9 53
1.01 18 11 10 52
1.05 19 11 10 51
1.10 19 11 10 50
1.20 20 12 10 50
Short-term targets 25 12 10 35

NOTE: K — 1 is the percentage increase in the odds of joining the LAPD for each point
above the average score.

insensitive to prioritization. As a result, the projected composition of
the recruits is unchanged from the current trends. If prioritization has
little influence, such that it increases the odds by less than 10 percent
per point above average, we see almost no noticeable change in the
composition of those who complete the process. Even when K = 1.20,
we project that the LAPD will still not meet the consent-decree target
for female recruits. This suggests that the priority scores need further
adjustment in order to meet the consent-decree targets.

For each value of Klisted in Table 3.12, we calculated the number
of additional priority-score points we would need to add to female,
Asian, and black applicants in order to achieve a prioritization that
would likely produce the short-term targets. Table 3.13 shows these
results. Recall that, before these adjustments, the priority score ranged
from 0 to 35 with an average of 24. If prioritization has little effect
(K = 1.01), then female and Asian applicants need intense prioritiza-
tion, such as same-day appointments, immediate background investi-
gations and polygraphs, and early entry to the academy (so they start
receiving a paycheck sooner). However, we suspect that prioritization
is more likely to have a greater effect. Anecdotal evidence suggests that
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Table 3.13

Point Adjustments Needed for Prioritization to Meet Short-Term Targets
K Female Asian Black
1.01 65 35 4

1.05 13 6 1

1.10 7 3 0

1.20 4 1 0

candidates are joining other departments, those that can get them
through the process sooner, rather than navigate through the LAPD’s
process.

We recommend a moderate approach initially and assume that
K is roughly 1.10. In this scenario, to meet the short-term targets, we
should add 7 points to the priority scores of female applicants and
3 points to the priority scores of Asian applicants. If each additional
point increases the odds of joining by 10 percent, then these additional
points will yield a recruit class that matches the short-term targets.
If, after implementing this priority-score system, there is no discern-
ible increase in the number of female or Asian applicants completing
the process, then these scores should be revisited and revised upward.
Besides increasing the priority of female applicants, the 7 additional
points for female applicants should boost the representation of black
recruits. Since a fairly large percentage of black applicants are female
(26 percent), the point adjustments sufficiently boost the priority scores
of black applicants such that they are projected to meet the short-term
target of 10 percent.

Table 3.14 shows the priority-score points that derive from cur-
rent short-term hiring targets, using FY 2007 hiring data. The primary
goal of this analysis is not to set these priority scores permanently but
to develop a framework that can be adjusted as the labor pool changes
and the department’s goals change.

Figure 3.4 shows the distribution of scores for the short-term tar-
gets for all candidates as well as the distributions broken down by race
and sex. Female candidates receive a noticeable bump in their priority
scores relative to the other groups. The scores of black, Hispanic, and
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Table 3.14
Priority-Score Component Points for
Applicants Who Pass the PQE

Applicant Characteristic Points
PBA
PBA DQ 0
PBA issues 13
PBA OK 22
Location
Other U.S. 0
Other Southern Calif. 2
L.A. County 5
Education
< high-school diploma 0
High-school diploma 4
Some college 8
Bachelor’s or higher 8
Female 7
Asian 3

white applicants show substantial overlap, especially among the middle
50 percent of the scores, illustrated by the central boxes in Figure 3.4.

Adding prioritization points for female and Asian applicants to
reflect short-term targets necessarily implies that, in some instances,
applicants less likely to join will receive preferential processing over
otherwise more-promising applicants. The largest total adjustment
(10 points for Asian females) is enough to overcome other applicants’
advantages of having college experience or residing in Los Angeles. Put
another way, an Asian female with no other obvious indicators of suc-
cess would nonetheless be processed ahead of some more-promising
applicants by virtue of her race and sex alone.
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Figure 3.4
Summary of Priority Scores for Applicants Who Passed the PQE
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We believe that it is important to assess the value of prioritiza-
tion and recommend that the personnel department evaluate its util-
ity. The gold-standard evaluation would involve some degree of ran-
domization of points. For example, a random selection of candidates
would be assigned 3 additional points. The difference in completion
rates between those randomized to have 3 additional points and those
who did not receive those points can be attributed to the prioritization
score. Furthermore, we can further study for which groups prioritiza-
tion is most effective and tune the prioritization process to further opti-
mize recruiting resources and shrink the difference from the consent-
decree targets.

Using priority scores to sort the handling of application packets
will not necessarily shorten the average time between any of the pro-
cess stages. Instead, the strategy is designed to reduce the time required
for processing the most-promising applicants and forestall the evalua-
tion and investigation of less promising applicants for as long as there
are better prospects in the system. It is not inconceivable that some
applicants with very low scores will be passed over in favor of better
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prospects indefinitely. A system for tracking how long cases have been
“aging” in the process may need to be developed so that, after a cer-
tain amount of time, applications that are languishing for this reason
are put on a suspended status and applicants notified that they are no
longer under serious consideration for employment.

Importantly, these scores are intended for use as guidelines in
sorting how individuals” applications for police employment are han-
dled in accordance with both their likelihood of a successful appoint-
ment and the LAPD’s diversity hiring goals. They are not intended
to substitute for investigators’ or process mentors’ professional judg-
ments about applicants once tangible evidence regarding their charac-
ter becomes known and are certainly not intended to be used as supple-
mental hiring criteria.

Summary and Discussion

Overview of Results

Three key findings emerge from the results of the analysis of the per-
sonnel department data. First, the finding that, on average, about 12
percent of PQE test takers will ultimately be recommended for appoint-
ment to the police academy means that the LAPD will need to process
between 6,100 and 6,900 applicants over a 12-month period to meet a
hiring goal of 780. The number of required applicants could be reduced
somewhat by increasing the turnout among college-experienced indi-
viduals, L.A. County residents, Hispanics, and individuals in the
30- to 39-year-old age range. For example, because L.A. County resi-
dents have a predicted qualification rate of about 13 percent, obtain-
ing 780 appointments from a pool of applicants who came only from
L.A. County would reduce the number of required PQE test takers by
somewhere between 350 and 570.

By far, the greatest gains in applicant qualification rates would
come from increasing the pool of applicants who have no issues noted
on their PBAs. On average, the predicted qualification rate of PBA OK
applicants is higher than that of any other geographic or demographic
group. While explicitly making individuals with “clean” personal his-
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tories targets of marketing and recruitment efforts would be nearly
impossible, PBA outcomes are correlated with other observable char-
acteristics that may be more amenable to direct recruitment. As seen
in Table 3.6, applicants from L.A. County tend to have better PBA
outcomes than applicants from the rest of Southern California, while
the proportion of PBA OKs increases with education level. Moreover,
two of the consent-decree priority groups—females and Asian/Pacific
Islanders—have relatively high rates of OK PBA outcomes, as do whites
(who are not one of the target groups but whose numbers will have to
increase to offset targeted reductions of Hispanics).

The second key finding is that more applicants with OK PBA
outcomes—and more applicants generally—need to be encouraged to
complete the entire application process. As seen in Figure 3.1, PQE
test takers who do not return to complete their PHFs are the largest
single source of applicant loss. While PQE passers with OK PBAs have
the highest continuation rate (about 78 percent return to complete the
PHF, compared with about 59 percent of other applicants), there should
be a concerted effort to better understand why more than 20 percent
of such promising applicants are not continuing with the process and
how this figure could be improved. Similarly, only about one-quarter
of online PBA participants with “OK” outcomes take the PQE (see
Table 3.2), and only about one-fifth of participants with “PBA issues”
take the PQE. While these latter applicants are less desirable in terms
of qualification rates, they nonetheless account for about half of all
background investigation successes. Developing strategies for convert-
ing more online PBA takers into PQE test takers should therefore also
be explored.

The third key finding is that, on any given PQE test day, it will take
up to 200 days before 75 percent of the ultimately successful applicants
are recommended for appointment to the police academy. The “aver-
age” successful applicant will be ready for an academy appointment in
166 days. For the most part, a new applicant is under consideration for
a cadet class that will convene sometime between four and six months
from the day he or she takes the PQE. Some of the observed time
required between taking the PQE and returning to complete the PHF
and between completing the PHF and taking the polygraph depends
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on applicant’s own initiative in scheduling these events. Additionally,
a longer average duration between stages does not necessarily imply an
inefficient process, provided that applicants who are good prospects for
appointment to the police academy are being processed expeditiously
and delays are borne more heavily by applicants with lower chances of
success. Nonetheless, the duration of these intervals could perhaps still
be shortened somewhat, at least for the most-promising applicants.

Additionally, the Background Investigation Division should seek
ways to reduce the amount of time that passes between when applica-
tions are received and assigned. Obviously, the highest standard would
be same-day assignment. If the time between these stages had been
zero days for applicants observed in the data (and the duration of the
investigation itself remained unchanged), the total process time would
have been reduced by 33 days for applicants at the median and by
50 days for applicants at the 75th percentile. While the number of
qualified applicants who withdrawal because of the wait—and the cost
of this attrition—are unknown quantities, responses from the cadet
survey conducted by Switzer (2006) indicate that the time required to
complete the process was the most difficult aspect of applying.

We believe that several of these issues may be overcome by a care-
fully crafted system of prioritization. Prioritizing those candidates who
are most likely to complete the process and those who are most needed
to meet the legal requirements of the consent decree may solve several
of these issues. Intense follow-up with high-priority candidates could
improve their rate of PHF completion. Rather than every candidate
enduring a lengthy recruiting process, the most-viable candidates will
have a shortened recruiting time. Most importantly, by reducing the
recruiting effort allocated to those least likely to complete the process,
with the same recruiting workforce, the personnel department may be
able to recruit more cadets from the current labor supply.



CHAPTER FOUR

Improving Efficiency and Productivity in the
Background Investigation Process

In order to determine how RAND could best assist the LAPD and the
personnel department, we held a series of meetings with stakeholders in
the police-officer selection process. These meetings involved RED and
the Recruitment and Selection Division and Background Investigation
Division of the City of Los Angeles Personnel Department. The upshot
of the meetings was near-unanimous agreement that streamlining the
background investigation system was the most pressing need. As dis-
cussed in Chapter Three, background investigation is the most time-
consuming part of the hiring process. With all that a thorough back-
ground investigation entails, this is bound to be the case, but meeting
participants described the LAPD’s background investigation process as
mired in redundancy, with far too many retests and appeals. We con-
ducted a workflow analysis of the Background Investigation Division
to determine whether there were indeed opportunities for productiv-
ity and efliciency gains. The findings and recommendations stemming
from that analysis are the subject of this chapter. In many cases, the
recommendations accord with process modifications recently initiated
by the LAPD and the personnel department.

Challenges to Overcome

The Background Investigation Division is composed of two groups: Bls
and personnel analysts (PAs). When a candidate submits a PHF and
a PIQ, the content is reviewed and discussed with the candidate in a
preliminary interview.

89
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Those candidates who pass this initial background interview are
scheduled for a polygraph examination. If the polygraph examiner ren-
ders a judgment of pass or “no opinion,” the candidate’s case file is
assigned to a Bl. Candidates deemed most viable on the basis of their
PHFs and PIQs are preferentially assigned for investigation. During
the investigation, the candidate’s friends, family, employers, and other
associates are interviewed in an effort to corroborate the answers given
in the PHF and PIQ. After gathering all information, the BI decides
whether the candidate is qualified in terms of truthfulness, compliance
with the law, and overall integrity.

The case file is then handed over to a PA who reviews the file and
makes an independent judgment. While some forms of misconduct,
such as violent felony convictions, are grounds for automatic disquali-
fication (DQ), both Bls and PAs are instructed to use a process called
whole-person analysis (W PA).

WPA was instituted by the Board of Civil Service Commission-
ers in 2003. WPA evaluates a candidate’s overall conduct to determine
whether the candidate’s strengths outweigh his or her weaknesses in
terms of employability and administrative risk factors. Circumstances,
such as the candidate’s age, attitude, and explanation for his or her
conduct, are taken into consideration. In doing so, Bls and PAs work
together to make an informed judgment about the suitability of the
applicant to be an LAPD officer.

Current Case-Assignment System and Productivity

Cases are assigned to Bls according to their current workload. Each BI
is expected to carry 14 cases at any given time and to complete a mini-
mum of four cases per month. Every BI's workload is assessed twice
per week, and they are assigned new cases as necessary to maintain a
full case load.

There are multiple polygraphs, multiple opportunities for appeal,
and multiple review panels. PAs assess the information gathered by
the Bls, and the files of candidates recommended for disqualification
are reevaluated with LAPD in Joint Review Panels. Candidates rec-
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ommended by the Background Investigation Division are reviewed by
the LAPD’s Hiring and Employment Section before the candidate is
officially approved. Candidates who feel that they were unfairly dis-
qualified can appeal the ruling and have their cases examined by the
Background Appeal Review Panel (BARP), whose decision is final.
According to the chief of the Background Investigation Division, this
panel reviews 25-35 cases each month.

Latest Scientific Research Offers Clues for Long-Term
Solutions

At the time we began this study, there were no explicit rewards for those
high performers who consistently complete the most cases, apart from
praise from their supervisor and manager. The current case-assignment
system depends solely on intrinsic reward to motivate Bls and PAs. This
dependency on intrinsic reward is a common feature of civil-service
jobs, where pay for performance and other monetary incentives are
generally not an option and where it is difficult to terminate chroni-
cally low performers once they are past their probationary period.

However, economists are beginning to appreciate that monetary
compensation and its opposites—the threat of demotion or termi-
nation—are not the only ways to motivate a workforce, nor are they
necessarily the most effective (Hewitt and Associates, 2004; Gneezy
and Rustichini, 2000). In a review of four decades of U.S. worker-
motivation surveys, “full appreciation for work done” was the only job
reward that consistently ranked among the top two motivators (Wiley,
1997). Conversely, lack of recognition or appreciation ranks high on
the list of reasons for leaving organizations (Elsdon, 2003). Evidence
from economic research and management literature suggest that work-
ers respond favorably to being “paid in respect” (Ellingsen and Johan-
nesson, 2007). This is a particularly useful tool to motivate employees
in the civil-service sector that the personnel department can use to
develop long-term solutions.

We also found that the division between Bls and PAs is not con-
ducive to maximum productivity and efliciency. More importantly, the
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LAPD and the personnel department need to work together to create
an organizational environment that fosters trust among employees,
work units, and agencies. Noted organizational-behavior scholar Jef-
frey Pfeffer has written that decentralized decisionmaking is a potent
management strategy because it signals trust in employees and a belief
in their competence (Pfeffer, 2007). The power of this strategy resides
in the principles, which have been empirically demonstrated, that trust
is reciprocated and engenders trustworthiness (Berg, Dickhaut, and
McCabe, 1995; McCabe, Rigdon, and Smith, 2003).

Decentralizing decisionmaking into teams, argues Pfeffer, is even
better, because the members of tight-knit teams are less likely to let
down their fellow team members than are individuals to let down the
organization (Pfeffer, 2007). The Background Investigation Division
could align itself with these principles by eliminating some oversight
and having Bls and PAs work in teams in all stages of background
investigation.

Some Simple Solutions for Improving Productivity and
Efficiency

During the study, we proposed three solutions that would improve effi-
ciency in the BI unit, all of which could be easily and immediately
implemented. As of the conclusion of this study, all of our recommen-
dations have been implemented.

* Eliminate the joint review panels. The joint review panels were cre-
ated to give the LAPD an opportunity to review the background
investigation files of candidates whom the Background Investiga-
tion Division has disqualified. This solution was being considered
by the Background Investigation Division and the Hiring and
Employment Division because of the high degree of agreement
when reviewing cases.

 Eliminate Hiring and Employment Section review of polygraphs.
This layer of oversight was created when the LAPD relinquished
responsibility for the background investigations in 2004. The
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LAPD and the personnel department agreed that the elimination
of this extra step in the process would streamline and expedite the
background investigation process.

* Develop a workflow-management system for PAs. During our study,
we found that Bls and PAs do not share the same database to
track progress of cases. As a result, the Background Investigation
Division chief has stated that the division is trying to integrate its
process into the personnel department’s Candidate Application

Processing System (CAPS).






CHAPTER FIVE

Recommendations and Their Implementations

We have 12 recommendations for the LAPD and the personnel
department:

1.

=0 % N

11.

12.

Events unrelated to employment perform poorly by short-term
recruiting metrics, but the department should evaluate them in
terms of their ability to strengthen the LAPD brand.

Continue making recruiting inroads on junior-college
campuses.

Consider staging recruiting events in neglected, underperform-
ing areas.

Tailor media mix to attract diversity targets.

Revise the marketing surveys to better gauge marketing
influences.

Encourage applicants with clean PBAs to complete the applica-
tion process.

Assign scores to prioritize candidates.

Triage applicants based on the priority scores.

Integrate Bls and PAs into investigation teams.

. Continue to provide on-the-job training based on the experi-

ence of the most-productive Bls and seasoned PAs.
Celebrate achievements.
Evaluate reforms.
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Optimal Allocation of Recruiting Resources for Maximum
Productivity and Diversity

The first set of our recommendations involve helping the LAPD and the
personnel department find optimal allocation of recruiting resources
for maximum productivity, while keeping an eye on diversity targets.

After examining recruiters’ after-action reports, we concluded
that recruiting events that concentrate on employment are more suc-
cessful, in terms of the number of names added to the ITL, than any
sporting contest, hobby, or cultural events. And job fairs that charge
a registration fee tend to yield more interested parties than those that
do not. We postulate that individuals who come to these events are
serious job seekers ready to be persuaded to join the LAPD. However,
the ITL is only one measure of an event’s success. Dispatching recruit-
ers to sporting events and cultural fairs may bolster the department’s
brand by linking the LAPD to activities that have proven popular with
actual law-enforcement recruits in the region. Similarly, we found that
junior-college campus pocket tests actually outperformed military
pocket tests in terms of the number of hires they yielded in FY 2007.
The LAPD may enjoy a comparative advantage over other departments
in community-college recruiting and should maintain a high profile at
campus career fairs.

Our analysis also revealed clusters of ZIP Codes in L.A. County
that are substantially underperforming in terms of overall applicants
or target-group applicants. Among them are a region along the 710
freeway that includes South Gate, a region in the eastern San Gabriel
Valley that includes Baldwin Park, and North Long Beach. These areas
have characteristics that are associated with higher numbers of appli-
cants than the LAPD has been getting.

To meet its diversity goals, LAPD exploits the fact that different
demographic groups tend to favor different media outlets and types
of events. For example, we found that recruiting events are a rela-
tively cost-effective way to recruit females and blacks. Data indicate
that females and black candidates report greater exposure to recruiting
events than do white and Hispanic males.
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Marketing Surveys Can Validate and Guide Marketing
Strategies

We recommend that the personnel department revise existing market-
ing surveys to eliminate discrepancies between the surveys, such as dif-
ferent race and ethnicity choices and different sets of options regarding
information sources. And we recommend that the personnel depart-
ment differentiate the usage of the marketing surveys. Rather than
using both surveys to measure marketing exposure, the online survey
should be used to measure how well the department’s marketing strat-
egy of directing all users to the recruiting Web site is working; the blue
card survey should be used to measure the importance of various infor-
mation sources and advertising influences in a candidate’s decision to

apply to the LAPD.

Increase Productivity by Concentrating on High-Potential
Applicants

By far, the greatest gains in applicant qualification rates would come
from increasing the pool of applicants who have no issues noted on their
PBAs. Some applicants do provide false information on their PBAs, but
our analysis shows that getting a PBA OK is a strong predictor for the
potential success of an applicant. On average, the predicted qualifica-
tion rate of PBA OK applicants is higher than that of any other geo-
graphic or demographic group. While explicitly making individuals
with “clean” personal histories targets of marketing and recruitment
efforts would be nearly impossible, PBA outcomes are correlated with
other observable characteristics that may be more amenable to direct
recruitment.

PBA outcome is not the only strong predictor of success. Other
predictors include place of residence and educational level. We recom-
mend that the LAPD and the personnel department create a priority
score and use it to streamline the hiring process for those with the
highest probability of success.
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While optimizing productivity, the LAPD and the personnel
department need to adjust applicants’ scores so that the ranking of
demographic group means reflect the diversity targets in the consent
decree. This will ensure that there are no disadvantages imposed on
racial or ethnic groups or either gender by using the calculated priority
scores.

Restructure the Background Investigation Division to
Create a More Integrated Workforce

The next set of recommendations is designed to restructure the Back-
ground Investigation Division into a more integrated workforce. The
background investigation is the central element of the police-officer
hiring process. Improvement in productivity and efficiency of the back-
ground investigation process will allow the LAPD and the personnel
department to withstand a reduction in operational resources that may
come their way in the near future.

We recommend that the personnel department reorganize the
Background Investigation Division by integrating Bls and PAs into
investigation teams. Each team should contain both Bls and PAs and
be responsible to meet a monthly production target as an integrated
team. For the maximum efficiency, everyone needs to be located near
his or her team members. Therefore, the personnel department should
relocate Bls and PAs to eliminate any physical barriers between the two
groups.

As part of the workflow analysis, we analyzed data in Background
Investigation Tracking System (BITS) and the Sixth Street Database
(another tracking system) to estimate the amount of time required to
conduct a background investigation according to candidate character-
istics, such as residency and PBA result. We recommend that the Back-
ground Investigation Division use our analysis to develop benchmarks
for the processing time for candidates with various combinations of
these characteristics.

As knowledge workers, Bls and PAs need to engage in continuous
learning on the job. An effective implementation of WPA also requires
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that Bls and PAs take into account multiple dimensions of applicants’
qualification and life history, so the application of WPA must be an
essential part of regular on-the-job training for Bls and PAs.

The most-productive Bls and seasoned PAs are the best resource
for effective on-the-job training. They can share how they approach key
aspects of the investigation process with the rest of team. For example,
one BI might be particularly adept at conducting in-person interviews
in high-crime neighborhoods, and he could share his techniques with
the group. Joint BI/PA staff meetings should be held monthly to dis-
cuss emergent issues. The meetings are also an opportune time for rec-
ognizing the top-performing BI/PA teams before the entire unit.

As we suggested eatlier, top performers among Bls and PAs should
be “paid in respect” for their contributions by appointing them to lead
on-the-job training sessions sharing their experience with the rest of
the Bls and PAs. In addition, the personnel department should directly
celebrate their performance. The celebration of achievements can take
many forms. The personnel department may choose the format that
fits the culture of its workforce. But to fully reap the benefits, any cel-
ebration of achievements the personnel department creates needs to
have a few basic features: (1) it should be public, (2) it should bring
together both Bls and PAs for achieving concrete missions, (3) it should
be frequent enough for the workforce to be reminded of its achieve-
ments, and (4) a few rewards for achievements, even though they are
nonpecuniary, must be something truly special for the workforce. For
instance, we recommend that the personnel department publicly cel-
ebrate achievements monthly, quarterly, and annually. For the annual
celebration of achievements, the personnel department may invite some
public figures the staff would feel privileged to meet, such as the mayor
of Los Angeles or the chief of police.

Evaluate the Reforms

We recommended various ways to improve productivity and efficiency
of the LAPD recruiting process. The personnel department and the
LAPD have already implemented some of our recommendations. For
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example, at the time of this writing, the Background Investigation
Division had implemented the following changes:

The priority-score triage system was officially implemented in
early September 2008. The Background Investigation Division
has established a score of 24 as its high-priority threshold. Candi-
dates with scores of 24 and above are given priority in the sched-
uling of polygraph appointments, scheduling PIQ dates, and
having mentors contact those who have not yet scheduled a PIQ.
The priority scale has been less vigorously applied to the actual
background investigations.

The personnel department and the LAPD have done away with
joint review panels. When there is disagreement regarding a can-
didate’s background qualifications, the BI manager and the review
section manager convene to discuss the case.

The Background Investigation Division has performance bench-
marks related to monthly productivity for both Bls and PAs,
although it has considered using the number of appointments to
the academy as a metric.

On-the-job training has been implemented. Moreover, in April
2008, the Background Investigation Division was certified by
California Peace Officer Standards and Training (POST) to give
the POST Background Investigation Core Course. PAs have also
attended this course.

The summary report form for background investigations has been
revised for a more efficient transfer of case data from Bls to PAs.
PAs can now find the essential information distilled in bullet
points and make additions electronically directly to the document
rather than reformatting their own documents.

The personnel department and the LAPD need to evaluate the

effectiveness of these reforms. For instance, we strongly recommend
that the personnel department and the LAPD assess the value of pri-
oritization, and we additionally recommend that the personnel depart-
ment evaluate its utility. As we state in Chapter Three, the gold-stan-
dard evaluation would involve some degree of randomization of points.
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For example, a random selection of candidates would be assigned three
additional points. The difference in completion rates between those
randomized to have three additional points and those who did not
receive those points can be attributed to the prioritization score. Fur-
thermore, this approach can illuminate the group for which prioriti-
zation is most effective and tune the prioritization process to further
optimize recruiting resources and shrink the difference from the con-
sent-decree targets.

In addition, the personnel department needs to calibrate the pri-
ority scores with the experiences of Bls and PAs who are using these
scores. The calibration will identify ways to improve the priority scores.
For example, the personnel department may add new variables—such
as military experience of applicants—into the computation of priority
scores. Or, the personnel department may create different scores for
different stages of the recruiting process—one score for recruiters and
mentors, another for Bls and PAs.

Only by conducting rigorous evaluation of each reform will the
LAPD and the personnel department be able to refine planning and
operational tools that we have introduced in this study for their opti-
mal use.

More importantly, given the new recruiting environment, we
recommend that the LAPD and the personnel department examine
potential relocation of resources between marketing and the back-
ground investigation. As the local labor market conditions worsen, the
LAPD and the personnel department may not need the same level of
marketing and recruiting resources but may need additional Bls and
PAs to process a high volume of cases. Evaluation of various options
will require that the LAPD and the personnel department conduct
rigorous cost-benefit analysis of possible resource allocations across dif-
ferent stages of the recruiting process.






APPENDIX

Updated PSB Marketing Surveys

Figure A1
Updated Blue Card Survey

13. How influential were the following information sources in your decision to pursue
a career as a police officer in the Los Angeles Police Department?
N/A (No exposure to this
source) Not influential Somewhat influential Very influential
Friends/Family

Current or Retired
LAPD/Reserve Officer
Current or Retired
Firefighter

Current or Retired City
Employee

Internet

LAPD Recruiters
Newspaper/Magazines
Television

Radio

Movie Theater
Billboards/Banners/Posters
Flyers/Brochures
Non-Profit Organization

Religious Organization

0000000 OOOOO OO0

00000000000 OO0
0000000 OOOOO OO0
O000000OOOOO OO0

Neighborhood Council

@)

14. If you used the Internet as an information source, please indicate any websites
that were i ial in your decision (mark all that apply):

I:‘ Police Department Recruitment Website (JoinLAPD.com)

D Police Department Website (www.lapdonline.org)

D On-line job listing (Careerbuilder.com, Hotjobs.com)

D Personnel Department Website (www.lacity.org/per/safety.htm)
I:‘ Police Department Reserves Website (www.joinlapdreserves.com)
D LA Police Protective League's Website (www.LAPD.com)

Other Website

RAND MG881-A.1
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Figure A.2a
Updated Online Survey, p. 1

1. Zip code where you currently reside

2. Gender
QO Male

QO Female

3. Age group
O <18
O 18-25
0 26-35
O 36-45
O 46-55
QO >55

4. Ethnic group/race (select one only)
O Black

O Hispanic

O Asian/Pacific Islander
O Caucasian

O American Indian

O Filipino

5. Do you listen to the radio?
O Yes
O No

6. Please list radio stations you listen to regularly (e.g. 102.7, 93.1, 101.1)

1. \ |

2. \ |

3.

4.

l |
\ |
5. [ |
\ |
l |

6.

1 do not listen to radio

7. Do you regularly watch television?
O Yes
O No

RAND MG881-A.2a
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Figure A.2b
Updated Online Survey, p. 2

8. Please list TV/Cable stations you watch regularly (e.g. ABC, ESPN, Lifetime)

L | |

2.

3.

4.

6.

1 do not watch
television or cable

|
|
|
5 |
|
|

9. Do you regularly read newspapers or magazines?
O Yes
O No

10. Please list newspapers or magazines you read regularly (e.g. LA Times, People)

1. [

2.

3.

5.

|
|
|
|
|
|

6.

|
|
4 |
|
|
\

I do not read
newspapers or
magazines

11. Please list websites you view regularly

. |

2.

3.

|

[ |

\ |

4 \ |
l |

\ |

12. In the last 12 months, can you recall seeing or hearing about the JoinLAPD.com
website from any of the following information sources?

Yes No
Friends/Family (e} O
Internet O @)
LAPD Recruiters (@) @)
Newspaper/Magazines @] O
Television (@) (@)
Radio @) @)
Billboards/Banners/Posters @] @]
Flyers/Brochures @] O

RAND MG881-A.2b
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Figure A.2c
Updated Online Survey, p. 3

13. Did any of the following information sources impact your decision to visit the
JoinLAPD.com website?

Billboards/Banners/Posters

Flyers/Brochures

Yes No
Friends/family O (@]
Internet O O
LAPD Recruiters O (@)
Newspaper/Magazines (@] (@]
Television O (e}
Radio O (e}
O (@)
O O

14. Why did you visit JoinLAPD.com today?
QO A. I am interested in becoming a police officer
QO B. A family member is interested in becoming a police officer
Q C. A friend of mine is interested in becoming a police officer

QO D. None of the above

15. If you answered "A" for question 10, have you taken the first step toward
becoming anLAPD officer by completing a Preliminary Background Application?

QO Yes
O No

16. If you answered "Yes" to question 11, when do you plan to take the LAPD
Written Examination?

Q In the next 7 days

QO In the next month

Q In the next 6 months

QO Ido not plan to take the Written Examination

Q 1 have already taken the Written Examination

RAND MG881-A.2c
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